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I. Background

After some high profile, big budget IT project setbacks, legislation was enacted requiring the Department of Innovation & Information’s (DII) Enterprise Project Management Office (EPMO) to provide project management oversight to all IT activities with total lifecycle costs in excess of $500,000 as of 7/1/15. (From July 2012 to June 2015, the dollar amount was lifecycle costs in excess of $100,000.) 
The intention is to have independent project management professionals track and monitor State technology projects to ensure scope, schedule and budget are well managed and project management industry standards/best practices are followed.  The oversight project manager is available to provide support and guidance to the Project Manager as needed/requested.  Overall, the oversight services provide added insurance for the business that their project will be a success.  

The Oversight Project Management Program is the name given to EPMO’s oversight activities and processes.   It is tailored to provide oversight based on the risk the project presents to the State (i.e., the potential for failure and loss of tax payer funds).  The projects with the greatest risk will receive the most oversight.    

II.  Overview 

The Oversight Project Management Program consists of the following:
1. Oversight Project Manager (OPM) Assignment:  The EPMO assigns an OPM to every IT Activity that has an estimated (or actual) total lifecycle cost of $500K or more.  (From July 2012 to June 2015, the dollar amount was lifecycle costs in excess of $100,000.)
2. Approval of PM Selection for Projects Over $500K as required of the EPMO by State statute.  The intent is to ensure there is a good match between the Project Manager’s (PM) experience/qualifications/availability and the size/complexity of the project they would be taking on. 

3. Evaluation of Project  Risk Factors:   An OPM performs an initial project risk assessment in conjunction with the PM and Business Lead to determine the amount of oversight needed for a project.  This is performed once a vendor is selected (usually following an RFP process).  Note this risk evaluation is for projects and not for IT activities that are currently in maintenance.  

4. Determine the Appropriate Level of Oversight:   Based on the risk evaluation, the OPM will determine the appropriate level of oversight and communicate the details to the Business Lead and PM.  We have defined 3 levels of oversight to correspond with what we deem to be low, medium and high risk projects.  Basically, with a lower risk project, we will perform fewer oversight activities and require/review a shorter list of minimum project management deliverables.   (See Section IV)

5. Performing Oversight Activities:  For the life of the project, the OPM will perform the oversight activities, which includes the review of the minimum project management deliverables (See Section V).
III.   Evaluation of Project Risk 
The OPM meets with the PM and Business Lead to determine a rating for each risk factor:  
	#
	Risk Factor
	Low Risk
	Medium Risk
	High Risk

	1
	Project Implementation  Costs (as stated on the IT ABC form) 
	Under $175K
	$175K to 500K
	Over $500K

	2
	Type of Project 
	1. Pilot project

2. Solution needs assessment or gap analysis.


	System Upgrade/Enhancement
	1. Implementing a technology solution for functions or processes not previously automated.

2. Replace Existing Technology

3. Implementing a Program of projects

	3
	Type of Solution
	1. Non-implementation project 

2. Hosted COTS solution 
	1. Non-hosted COTS solution

2. COTs with some customization
	1. New development 

2. COTS with extensive customization

3. Implementing cutting edge technology 

	4
	Extent of Business/ Operational Process Change
	Project involves minimal or no business process change
	Project requires more than minimal business process/operational changes 
	Project requires transformational business process/ operational changes

	5
	Project Team Complexity
	One Business Unit
	One Department 
	1. Multiple Departments or Agencies (exclude counting DII’s involvement as a second Agency/Department) 

2. One Department with widely varied agendas  

	6
	Clarity of Scope & Project Deliverables
	Scope & Deliverables clearly articulated & well documented
	Scope & Deliverables partially defined & documented 
	Unclear, conflicting &/or undocumented Scope & Deliverables. 

	7
	Project Manager Experience
	PMP who successfully ran comparable State projects  
	Qualified PM (not necessarily a PMP)
	Not experienced or qualified in Project Management or

PM not named at time of assessment

	8
	Project Management Methodology
	PM has used EPMO PM Methodology, templates, etc. for prior projects 
	Department uses a PM methodology &/or is  willing to try EPMO’s
	Use of a PM methodology  is not valued by the Department 

	9
	Project Team
	Team & roles are identified  including 

Sponsor & all Stakeholders
	Sponsor & Key Stakeholders identified, but some team members are TBD 
	Project Team including key roles have not been identified

	10
	Resource Availability 
	All resources are available and ready to start
	Key resources are available &/or Dept. is contracting for resources to fill gaps
	Resources not available &/or have conflicting priorities

	11
	Project Schedule
	No required completion date
	Schedule is reasonable and has some flexibility
	Aggressive Schedule with hard deadlines


Risk Evaluation Scoring:
The risk evaluation is scored by using the following chart after determining the number of low, medium and high risk factors:   

	Risk Level
	Scoring

	Low
	There are more Low risk factors than Medium and either 1) no High risk factors, or 2) Two or less High Risk factors and implementation costs are under $175K.  

	High
	At least 5 risk factors are rated “High” with one being the Project Implementation Costs (over $500K).

	Medium
	Projects that did not meet the above criteria for High or Low risk. 


Factors can be re-assessed if/when the risk has changed (for example if there was no PM assigned when the assessment was performed, but an experienced one has since been assigned).  

Unresolved discrepancies on the overall rating/oversight level can be escalated to EPMO management at the request of the business. 

IV.  Oversight Levels
The OPM determines the level of oversight based on the evaluation of the project risk factors and communicates the approach to the PM and Business Lead.  There are three Oversight Models: 

1. Light for Low risk projects

2. Classic for Medium risk projects

3. Robust for High risk projects 

Each Oversight model consists of a defined set of:

· Oversight activities to be performed by the OPM.  (See Section V)

· Minimum Project Management deliverables that will be required for the project.   (See Section VI)
V.  Oversight Activities
See the chart below for the Oversight activities based on each Oversight Model:  
	
	       Oversight Model

	#
	Oversight Activity
	Light
	Classic
	Robust

	1
	Evaluation of Risk Factors
	Perform a project risk assessment and monitor for the identified high risk factors that need to be addressed. 

	2
	Provide Support 
	Provides support to the Project Manager as needed/requested 

	3
	Review & Approve PM  
	Assess the qualifications of the proposed project manager as required by statute 

	4
	Procurement Services & Support
	Review and provide input on procurement documents (e.g. RFP, contracts, etc.)  Facilitate the process of obtaining CIO approval.                           

	5
	Independent Review Facilitation
	Facilitate the Independent Review process including contracting with a vendor to complete the review. 

	6
	Monitor the Health of the Project
	Follow-up with the PM on the cause and solution when a project’s health is rated yellow or red.  Provide assistance in issue resolution as needed.  

	7
	Portfolio & Legislative Reporting 
	Ensure the project record (currently in Innotas) is complete and kept current, including information needed for annual and ad hoc legislative reporting. 

	8
	Review Project Management Minimum Deliverables
	See list of Light Project Management Deliverables in Section VI. 
	See list of Classic Project Management Deliverables in Section VI. 
	See list of Robust Project Management Deliverables in Section VI. 

	9
	Check-in Meeting/Call/Email  with PM
	Optional
	At least monthly 
	At least biweekly 

	10
	Check-in Meeting/ Call/ Email with Sponsor 
	Optional
	Quarterly or at least once for shorter duration projects
	Monthly

	11
	Set-up Project Documentation Repository 
	Optional
	Ensure &/or assist in  documentation  repository set-up (e.g. Sharepoint)
	Ensure &/or assist in  documentation  repository set-up (e.g. Sharepoint)

	12
	Set-up Steering Committee
	N/A
	N/A
	Work with the business to determine participants, facilitation, meeting frequency, etc. 

	13
	Attend Project Meetings
	Optional*
	Attend Kick-off and other meetings as warranted to keep apprised of the project
	Attend Kick-off, Steering Committee Meetings and other meetings as necessary to maintain a solid understanding of the status of the project and any significant issues.

	14
	Project Deliverable & Scope Tracking
	Optional*
	Track the progress of  project deliverables and understand the need for any change requests
	Track the progress of project deliverables and understand the need for any change requests



	15
	Schedule Tracking/ Monitoring 
	Optional*
	Track to ensure the project is on schedule and understand the reason for any schedule changes
	Track to ensure the project is on schedule and understand the reason for any schedule changes

	16
	Budget Tracking/

Monitoring
	Optional*
	Optional, but highly recommended
	Track the project for variances in actual versus planned expenditures and understand the reasons for any variances.

	17
	Oversight Reporting
	Optional
	Quarterly reporting to CIO, CTO, EPMO management, DII Deputy Commissioner, Project sponsor, Business Lead and PM.
	Monthly reporting to CIO, CTO, EPMO management, DII Deputy Commissioner, Project sponsor, Business Lead, PM and Steering Committee.


*Note:  The PM still needs to perform these activities for their project.  By “Optional”, we mean that they are optional for the Oversight Project Manager (OPM) to monitor as part of their oversight activities.  The OPM will use their judgment to determine when it’s appropriate to engage in the optional activities.  
VI. Minimum Project Management Deliverables  
The minimum deliverables are based on the three oversight models (i.e., Light, Classic or Robust).  The actual deliverables may be subject to variations as agreed upon between the PM and OPM.  Above all, the EPMO promotes use of good judgment, common sense, and value added activities, rather than insisting on a rigid protocol of templates and processes.
Note the charts below do not include procurement documents such as RFP, SOWs, contracts, contract amendments, etc.  These are not minimum project management deliverables, but are reviewed by the OPM as part of the oversight activities. (See Section V #3)
	Project Oversight Light


	#
	Deliverable
	Description
	Update Frequency

	1
	IT Activity Business Case & Cost Analysis
(ABC Form)
	A project justification and cost analysis required by the CIO for all IT activities over $500K.
	Once unless there are changes

	2
	Project Charter
	The Project Charter is a one-stop document that describes the project objectives and success criteria, scope, deliverables, high level timeline with major milestones, risks, assumptions, dependencies, constraints, stakeholders, and a high level project approach. Project Sponsor approval/sign-off is required.
	Once unless there are changes

	3
	Project Plan
	A Schedule of the tasks organized by project phase
	Update at least monthly

	4
	Requirements
	Finalized list of the project requirements to be approved by Key Stakeholders and Sponsor.  Again, this ensures that the key project participants are in agreement on the details of what is being covered to meet the project deliverables.
	Once unless there are changes

	5
	Test Cases & Results
	Provide test cases (specific to the requirements) and show documented test results.  
	Create once with Test Cases, then update with Results

	6
	Project Status Reports
	A report that provides an update on the project health, accomplishments, upcoming tasks, risks and significant issues.   


	 Monthly


	Project Oversight Classic


	#
	Deliverable
	Description
	Update Frequency

	1
	IT Activity Business Case & Cost Analysis (ABC Form)
	A project justification and cost analysis required by the CIO for all IT activities over $500K.
	Once unless there are changes

	2
	Project Charter

	The Project Charter is a one-stop document that describes the project objectives and success criteria, scope, deliverables, high level timeline with major milestones, risks, assumptions, dependencies, constraints, stakeholders, and a high level project approach. Project Sponsor approval/sign-off is required.
	Once unless there are changes

	3
	Project Plan
	A Schedule of the tasks organized by project phase
	Update at least monthly

	4
	Formal Acceptance
	Obtain sign-off at the completion of each project deliverable as defined by #1.
	Once for each project deliverable

	5
	Change Requests Log
	Tracks the specific change requests approved and their impact to the project scope, budget and schedule.
	As needed/ applicable

	6
	Budget Log
	Outlines original contract costs by deliverable with billed and paid-to-date information.  Log should also include any additional spending not included as part of the original contract(s).
	As needed/ applicable

	7
	Issue/Action Items/Decision Log
	A Log of open and resolved/completed Issues and Decisions.
	As needed/ applicable

	8
	Communications Matrix 
	Define the project communication deliverables, owners, target audiences, distribution mechanisms and frequency. 
	Create once, but reassess periodically throughout project

	9
	Requirements
	Finalized list of the project requirements to be approved by Key Stakeholders and Sponsor.
	Once unless there are changes

	10
	Test Plan 
	A description of the testing approach, participants, sequence of testing and testing preparations.
	Once

	11
	Test Cases & Results
	The specific test cases to be tested and the testing results.  Test Cases tie back to the project requirements (to ensure each one has been met).  
	Create once then update with Results

	12
	Project Status Reports
	Provides an update on the project health, upcoming tasks, accomplishments, risks and significant issues.   
	At least Monthly (bi-weekly  preferred)

	13
	Meeting Agenda/ Minutes
	All scheduled meetings will have an agenda and minutes 
	Per occurrence

	14
	Customer Satisfaction Survey
	Use at the end of the project to solicit project feedback 
	Once

	15
	Lessons Learned
	A compilation of the lessons learned having 20/20 hindsight
	Once


	Project Oversight Robust


	#
	Deliverable
	Description
	Update Frequency

	1
	IT Activity Business Case & Cost Analysis (ABC Form)
	A project justification and cost analysis required by the CIO for all IT activities over $500K.
	Once unless there are changes

	2
	Project Charter
	The Project Charter is a one-stop document that describes the project objectives and success criteria, scope, deliverables, high level timeline with major milestones, risks, assumptions, dependencies, constraints, stakeholders, and a high level project approach. Project Sponsor approval/sign-off is required.
	Once

	3
	Project Plan
	An ongoing schedule to be updated at least weekly, for anticipating and tracking changes to all project tasks, deliverables and milestones. 
	On-going – update at least monthly

	4
	Formal Acceptance
	Obtain sign-off at the completion of each project deliverable as defined by #1.
	Once for each project deliverable

	5
	Project Management Plan
	A comprehensive plan for the approach to managing the project.  This should be agreed upon by the Sponsor and key stakeholders.
	Once

	6
	Communication Management Plan
	Describes the types, modes, frequency and recipients for project communications.  This can be included in or linked to the project management plan
	Create once but periodically reassess throughout project

	7
	Roles & Responsibilities 
	A chart or list of the project participants’ roles and responsibilities.  This can be included in or linked to the project management plan.
	Once and then update as needed with changes

	8
	Risk Log
	Tracks the project risks (current and past) and their specific risk management strategies. 
	On-going – update at least monthly 

	9
	Change Requests Log
	Tracks the specific change requests approved and their impact to the project scope, budget and schedule.
	As needed/ applicable

	10
	Budget Log
	Outlines original contract costs by deliverable with billed and paid-to-date information.  Log should also include any additional spending not included as part of the original contract(s).
	As needed/ applicable

	11
	Issue/Action Items/Decisions Log
	A Log of open and resolved/completed Action items, Issues and Decisions.
	As needed/ applicable

	12
	Requirements
	Finalized list of the project requirements to be approved by Key Stakeholders and Sponsor.
	Once unless there are changes

	13
	Test Plan 
	A description of the testing approach, participants, sequence of testing and testing preparations
	Once


	#
	Deliverable
	Description
	Update Frequency

	14
	Test Cases & Results
	The specific test cases that will be tested and the testing results.  Test Cases tie back to the project requirements (to ensure each one has been met).  
	Create once  then update with Test Results 

	15
	Project Status Reports
	Provides an update on the project health, accomplishments, upcoming tasks, risks and significant issues.   
	Weekly 

	16
	Meeting Agenda/ Minutes
	All scheduled meetings will have an agenda and minutes 
	Per occurrence

	17
	Implementation Plan 
	A plan that describes the implementation tasks, schedule of events, communications, roll-back plan and post-implementation success verification tasks.
	Once

	18
	Customer Satisfaction Survey
	Use at the end of the project to solicit project feedback 
	Once

	19
	Lessons Learned
	A compilation of the lessons learned having 20/20 hindsight


	Once


VII. Cost of Oversight Services 
The EPMO bills the sponsoring department for the actual hours of the oversight via a quarterly invoice from DII’s business office (as permitted by statute).   It is recommended that a department budget for a maximum of 1% of the project implementation costs.    

If the Oversight Strategy/Model is known, the estimated costs are as follows:

· Light:  ½% of total project implementation costs

· Classic:  1% of total implementation costs

· Robust:  1½% of total implementation costs
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