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Overview

The purpose of this document is to provide helpful tools and templates for dealing with many project management activities that need to occur during the life of an information technology project at King County.  It is organized to follow the phases outlined in the Project Review Board Process and the requirements of each phase.  There is a detailed description for each requirement.  If a template is available, it is listed as a tool just above the description.  This document also provides information on monthly monitoring by the Office of Information Resource Management’s central Project Management Office (PMO), and other project management processes such as project planning, project control, and project closure.  The appendices are set up to provide automatic links (hyperlinks) to the templates identified throughout this guide.

Project managers may wish to utilize these tools and templates when developing the required deliverables for the PRB, although project managers are free to choose the best approach for dealing with the needs of their project, whether it is found in this guide or in another resource.  Requirements for each PRB deliverable are identified in the Project Manager Guide to PRB Reviews and in the PRB Governance Guide.   

New project managers may find the information provided here helpful, but this guide is not a project manager training manual.  It was written for the experienced project manager who may be looking for tools and templates that address PRB reviews, PMO monthly monitoring, or other specific project concerns, such as risk control or project closure.

PRB Required Deliverables

Phase I – Project Planning Review

Project Plan Summary

Tools:
Project Plan Summary Template
Description:
Briefly describes how the project will be managed, provides a high-level overview of the project scope and a summary of the entire project schedule and budget.

Possible Contract List

Description:
Identifies possible contracts and existing contracts that may be used by the project or are currently being used, including:

· Description of each contract

· Estimated amount of each contract

· Estimated time period for each contract

· Possible vendors for each contract

Work Plan for Phase II

Tools:
Work Plan Template
Description:
Provides both a one page summary of the work to be done during the next project phase and detailed information about the project’s schedule and budget for the next phase – Phase II, Project Development. 

Phase II – Project Development Review

Business Case 

Tools:
Cost-Benefit Analysis Workbook Template – Forms 1, 2, 3, 4, 5 spreadsheets

Description:
Presents the business reasons for doing this project and an analysis of the project costs and on-going operations and maintenance expenses to determine if the benefits gained from this investment in technology outweigh the costs over a period of years.


One Page Summary identifies, in a snap-shot, why it makes sense to do this project, including:

· Project objectives

· Project description

· Significant business needs and requirements

· Summary costs for the entire project

· Significant quantifiable benefits

· Significant non-quantifiable benefits

· Financial payback

· Schedule start and stop dates for entire project


Business Needs Driving this Project outlines the needs and requirements for the product or service that this project will provide to the county and the public.


Project Objectives identifies what the project intends to accomplish, including strategic, business, and systems goals and objectives.


Quantifiable Costs and Benefits for the County identifies the entire project costs, operations and maintenance costs for the selected project alternative, benefits with real dollar implications to the county and resulting financial payback, including:

· Total development costs by account and year

· Quantifiable benefits by year

· Hard dollar revenue

· Hard dollar reimbursements

· Hard dollar cost reductions

· Other hard dollar benefits

· Soft dollar cost avoidance

· Other soft dollar benefits

· Operating and maintenance costs by account and year

· Payback

· Break-even point in years

· Net present value

· Internal rate of return (IRR)

· Return on investment (ROI)

Business Case Description continued:


Quantifiable Benefits for the Public identifies benefits expressed in financial savings to the public, either direct or through avoidance of additional expenses, including:

· Hard dollar reimbursements

· Hard dollar cost reductions

· Other hard dollar benefits

· Soft dollar cost avoidance

· Other soft dollar benefits


Non-Quantifiable Benefits identifies real, tangible benefits to the county and/or the public that cannot be quantified in dollars, including:

· Project alignment with business strategy 

· Competitive advantage provided by project for the county or the public

· Management information support provided by project

· Legislative directive or mandate

· Alignment with strategic IT architecture 

· Other

Project Plan

Tools:
Project Plan Template
Description:
It describes, in detail, how the project will be managed, the project’s scope, and the schedule and budget for the entire project.  The Project Plan Summary, developed in Phase I, is used as a starting point in building this detailed project plan. 


One Page Summary identifies, in a snap-shot, what this project is about, including:

· Project objectives

· Project description

· Project scope

· Project approach

· Schedule and budget


Scope and Schedule documents the baseline boundaries of the project for scope and schedule.  It describes what the project will accomplish and provides scope and schedule information.  If a project charter was not developed and signed during the project initiation process, it is included in the project plan.

· Project description

· Background history about this project

· Objectives

· Major deliverables

· Approach and techniques

· Impacted business areas

· Project success

· Project scope

· Within the project’s scope

· Beyond scope of the project 

Project Plan Description continued:

· Schedule and tasks

· Schedule dependencies

· Schedule and time line

· Constraints and assumptions

· Constraints

· Assumptions

· Project charter


Project Cost Management Plan documents the project’s costs and how its expenses will be managed to ensure that the project will be completed within its approved budget.  It identifies the project’s budget and spending plan, describes the processes to be used to control and manage its expenses and contingency, such as approval of timesheets and project expenditures.

· Project budget and spending plan

· Summary project budget and spending plan

· Detail project budget 

· Detail spending plan

· Cost control process

· Timesheet control

· Approving and tracking project expenditures

· Procuring project equipment and supplies

· Spending the contingency


Organization and Management Plan identifies the project’s organization and management processes and addresses the “people” aspects of the project.   It defines the organizational structure, reporting relationships, and roles and responsibilities of everyone involved in the project.  It discusses how the team will operate, what processes they will use, what the project needs to have in place to operate effectively, and its critical success factors.

· Project organization

· Team structure

· Roles and responsibilities of the project team, sponsor, and steering committee

· End-user involvement

· Team operations

· Team location and facilities

· Team equipment and software needs

· Additional equipment or facility needs at implementation

· Team training plans

· Team processes

· Team building

· Decision-making and escalation process

· Conflict resolution approach

· Critical success factors


Communications and Project Reporting Plan establishes expectations for basic communications within and beyond the team, and identifies standard reports the project will produce on a regular basis.  It identifies how the project team will communicate among themselves, with the project sponsor and steering committee, and to interested parties outside the project organization.  Specifies the reports that will be produced by the project on a regular basis.

Project Plan Description continued:

· Communications

· Project team communications

· Sponsor  and Steering Committee communications

· External project communications 

· Project reporting

· Status reports


Issue and Action Item Management Plan provides a common understanding for the management of issues and action items throughout the project.  It describes the process for identifying, prioritizing, tracking, and resolving issues and action items as they occur during the project, separate from task management.

· Definitions of issues and action items

· Issue and action item control process

· Identifying issues and action items

· Prioritizing issues

· Tracking issues and action items

· Resolving issues

· Location of issues and action item log


Risk Management Plan documents known risks and establishes a framework for managing and controlling risks throughout the project.  It identifies known and potential risks to the project’s success and their mitigation strategies, and defines a process for on-going risk identification and mitigation.  (A risk is a situation that has the ability to adversely affect the project’s success, should it occur.)

· Risks and mitigations

· Risk control process

· Risk factor definitions and mitigation criteria guidelines 

· Risk control log management

· Risk identification process

· Roles and responsibilities for risk management

· Process for mitigated risk follow-up


Quality Management Plan establishes a quality objective and a process for controlling project management and quality deliverables throughout the project.   It identifies how well both stated and implied needs and the customer’s satisfaction have been met by the project’s deliverables and how well project management processes alignment with the project’s quality objective.

· Quality objective

· Quality control process

· Quality control procedures and processes

· Deliverable and project activities to monitor

· Quality control roles and responsibilities


Change Management Plan establishes a common understanding among the project team about how changes will be controlled and how the affect of changes on the project’s scope, schedule, budget, and deliverables will be documented.  It identifies a standard process for controlling, tracking, and communicating changes for both requested and emergency changes.  It includes active analysis of a change’s affect on scope, schedule, work effort, budget, risk, and/or features and functions of the project‘s deliverables.

Project Plan Description continued:

· Change control process

· Definitions/standards

· Requested changes

· Emergency changes

· Communicating project changes and their impact to the project

Updated Contract List

Description:
Identifies probable contracts and existing contracts that are expected to be used by the project or are currently being used, including:

· Description of each contract

· Estimated amount of each contract

· Estimated time period for each contract

· Possible vendors for each contract

Work Plan for Phase IIIa

Tools:
Work Plan Template
Description:
Provides both a one page summary of the work to be done during the next project phase and detailed information about the project’s schedule and budget for the next phase of this project - Phase IIIa, Implementation Planning. 

Phase III – Implementation Planning Review

Updated Project Plan

Tools:
Project Plan Template
Description:
The Project Plan, developed in Phase II, is updated with information learned during implementation planning.  It describes, in detail, how the project will be managed, the project’s scope, schedule and budget for the entire project.  


Typically, the Detailed Implementation Plan and the Staffing Plan are included in the Project Plan.  Since each of these components is required for a PRB review, they are identified under their own heading.

Detailed Implementation Plan

Description:
Defines the details of the implementation not already covered by the project plan, including:

· Testing plan

· Training plan

· Documentation plan

· Transition to production plan

Staffing Plan

Description:
Identifies the project’s staffing needs and how these will be met, including:

· Project staffing needs

· Required skill sets

· Approach to obtain required skill sets

· Resource assignments

· Team training plans

Architecture Plan

Description:
Identifies the technologies the project plans to incorporate in the product or service being developed.


Applications Architecture identifies the technologies that will be utilized for applications, including:

· Major applications technology 

· Integration of major applications technology approach

· Interface technology 

· Conversion technology 


Database Architecture identifies the technologies that will be utilized for databases, including:

· Database product(s) 

· Inter-relationship of existing and new databases

· Data conversion approach


Platform Architecture identifies the technologies that will be utilized for platforms, including:

· Hardware and operating system(s) of client applications 

· File and print services

· Hardware and operating system(s) of application servers 

· Hardware and operating system(s) of database servers 


Network Architecture identifies the technologies that will be utilized for networks, including:

· Network technologies

· Network concerns


Description of New Technologies identifies other new technologies that will be utilized by the project.

Work Plan for Phase IV

Tools:
Work Plan Template
Description:
Provides both a one page summary of the work to be done during the next project phase and detailed information about the project’s schedule and budget for the next phase of this project - Phase IV, Operations and Maintenance Planning. 

Phase IV – Production Readiness and Measurement Plan Review

Operations and Maintenance Plan 

Description:
Defines how the project’s new product or service will operate, be supported, maintained, and funded when it goes live into production. 


Operational Environment identifies the operational environment for the project’s new product or service after it goes live, including:

· Business work flow

· System work flow


Typically, the Operations Staffing Plan, Support Agreements, Teaming Agreements, Maintenance Contracts, and Operations and Maintenance Budget are included the Operations and Maintenance Plan.  Since each of these components is required for a PRB review, they are identified under their own heading.

Operations Staffing Plan

Description:
Identifies the staffing plan for operating the project’s new product or service after it goes into production, including:

· Computer room staff support

· Server staff support

· Network staff support

· Programming staff support

· User staff support

Support Agreements

Description:
Identifies the agreements to support the business and systems operation of the project’s new product or service when it is in production, including:

· Vendor agreements

· Agreements with agencies and groups within King County

Teaming Agreements

Description:
Identifies agreements among county agencies for staff to support and operate the project’s new product or service in production.

Maintenance Contracts

Description:
Identifies maintenance contracts with vendors that have been agreed to or that are needed for the support and operation of the project’s new product or service in production.

Operations and Management Budget

Description:
Presents the budget for operations and maintenance of the project’s new product or service in production, including: 

· 1st year operations and maintenance budget

· Full year operations and maintenance budget

· Special budget considerations in future years

Work Plan for Phase V

Tools:
Work Plan Template
Description:
Provides both a one page summary of the work to be done during the next project phase and detailed information about the project’s schedule and budget for the next phase of this project - Phase V, Value Measurement. 

Phase V – Value Measurement Review

Value Received

Description:
Identifies the value received after one year of operation and compares it to the value projected by the Business Case, including:

· Financial value 

· Quantifiable value to the county

· Quantifiable value to the public

· Value from non-quantifiable benefits

PMO Monthly Project Monitoring

Tools:
Project Monitoring Monthly Report Template
Description:
Projects will be monitored by the Office of Information Resource Management’s Project Management Office.  Projects will be required to have the following available for review each month: 

Project Status

A.
Documentation of project progress, including milestones, schedule status, and high priority issues 

B.
Documentation of financial status
	Requirements For Project Status
	Suggested Information Project Managers May Wish to Cover under the Requirement

	Project Progress
	· Brief description of project milestones and target completion dates

· Brief list of high priority outstanding issues

· Percent work completed for this phase

· Overview schedule for major project work showing:

· Original timeline

· Revisions to the original timeline

· Progress against the current timeline



	Financial Status
	· Budget versus actual expenditures and balance available for each of the following:

· By phase, showing released phase funding

· Detail of current phase

· Current year

· Life-to-date




.

Other Project Management Processes

Project Lifecycle
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This guide addresses three components of the project management lifecycle:  project planning, project control, and project closure.  

Project planning, done during PRB Phases I, II, and III, defines the basic project management and control techniques that are used during project execution and project control.  It serves as a communication tool for expressing the depth and breadth of the project, as well as the standard project processes the project team expects to follow. 

Project execution is the basic work done by the project team and others to implement the new product or service.  It is the focus of project work during PRB Phases II, III, and IV, even though project planning continues to occur and evolve during PRB Phases II and III.

Project control is done concurrently with project execution during PRB Phases II, III, and IV and is primarily the focus of the project manager.  During project control, the project team and project manager utilize the processes and tools defined in the most up-to-date project plan.

Project closure occurs after project execution is completed.  A few simple activities are undertaken to closeout the project while ensuring that valuable project information is not lost after the project is completed.

A list of tools specific to the project plan is identified in Project Plan Tools in Appendix A.  Pertinent tools and templates for Project Control and Project Closure are listed in Appendix C.  

Project Control

Project control ensures that the project’s agreed upon scope, schedule, and budget are being met and that the project’s agreed upon objectives are being accomplished within the framework established in the project plan and the project’s work plan.
Project activities, deliverables, schedule, resources, expenses, issues, and risks are constantly monitored and progress is measured against the baseline established in the project plan and work plan.  Variances from the baseline are identified and corrective action is taken as necessary to bring the project back in line with the plan.  Corrective action may be required in more than one aspect of the project.  For example, schedule slippage may require additional staff resources, resulting in changes to the project’s spending plan.

Project status is reported periodically and quality is assessed at specific points in the project, with corrective action being taken as necessary to keep the project on track.

[image: image3.jpg]King County Office of

INFORMATION RESOURCE
MANAGEMENT




Issue and Action Item Control

Tools:
Issues and Action Item Log Template
Description:
The issue and action item control process for each project is defined in the Project Plan.  Issues and action items are logged, prioritized,  tracked, and resolved according to the processes established in the project plan.

Change Control

Tools:
Change Control Log Template
Description:
The change control process for each project is defined in the Project Plan to control changes to the project’s scope, schedule, budget, and work effort.  Requested changes are logged, prioritized, analyzed, and authorized, and emergency changes are documented according to the processes established in the project plan.  Communication of these project changes is included in the change control process.

Risk Control

Tools:
Risk Control Log Template
Description:
The risk monitoring and controlling process for each project is defined in the Project Plan, including roles and responsibilities for risk management.  Risks are identified, assessed, tracked, and mitigated according to the processes established in the project plan.  Risks that have been mitigated earlier in the project are followed-up on periodically to ensure that these risks poses no on-going threat to the project.

Cost Control

Tools:
Project Budget Workbook Template
Description:
The cost control process for each project is defined in the Project Plan.  It identifies how time worked on the project and expenses will be tracked, how project equipment and supplies will be procured, and under what circumstances the project contingency fund can be spent.  

Schedule Control

Tools:
MS-Project Template
Description:
Status on current and anticipated activities is provided by project team members to the project manager.  Based on this information, adjustments may be made to task assignments, task sequencing, work effort estimates, and task durations.  

Quality Control

Tools:
Quality Control Log Template
Description:
The quality control process for each project is defined in the Project Plan, including roles and responsibilities for quality management.  It identifies the basic processes and procedures the project team will utilize to control and assure quality of its deliverables and project processes.

Project Reporting

Tools:
Project Status Report Template


Project Monitoring Monthly Report Template
Description:
Project reporting is defined as part of the communications plan within the Project Plan.  The project status report contains information about all aspects of the project that will help the project sponsor and the steering committee fully understand the project’s progress, its significant challenges, and potential problems.



Projects are required  to have documentation on monthly project status available for review by the central Project Management Office within the Office of Information and Resource Management.  For more information, see PMO Monthly Project Monitoring in this guide.

Project Closure

These activities formally close a project by archiving significant project documents, preparing final project reports, closing-out the project budget to additional charges, and identifying lessons learned by the project team throughout the project.

Final Project Status Report

Tools:
Final Project Status Report
Description:
Documents final schedule and cost variances from the baseline schedule and the approved project budget.

Final Project Budget

Tools:
Project Budget Summary by Year within the Project Budget Workbook Template





Project Spending Plan by Year within the Project Budget Workbook Template
Description:
Documents all project expenses.

Lessons Learned Documentation

Tools:
Lessons Learned Guidelines


Lessons Learned Worksheet
Description:
Identifies lessons learned by the project team during the life of the project.

Project Archiving

Tools:
Project Archive Checklist


Project Archive Annotated Index Template
Description:
Gathers significant project documents and preserves them as a record of the project for historical and audit purposes, including an annotated index of all archived documents.

Appendix A:  PRB Required Deliverables Templates

Cost-Benefit Analysis Workbook Template
Project Plan Summary Template
Project Plan Template
Project Plan Tools
Work Plan Template
Appendix B:  PMO Project Monitoring Template

Project Monitoring Monthly Report Template
Appendix C:  Other Project Management Processes Templates

Project Control Templates

Change Control Log Template
Issue and Action Item Log Template
MS-Project Template  

Project Budget Workbook Template
Project Budget Summary by Year
Project Pending Expenses List
Project Spending Plan by Year
Project Review Control Log Template
Project Status Report Template
Quality Control Log Template
Risk Control Log Template
Project Closure Templates

Final Project Status Report Template
Lessons Learned Guidelines
Lessons Learned Worksheet
Project Archive Annotated Index Template
Project Archive Checklist
Project Budget Workbook Template
Project Budget Summary by Year
Project Pending Expenses List
Project Spending Plan by Year
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