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What’s going 
on in your
IT shop?



4

MANAGING A
PROJECT IS EASY.

It’s like riding a bike.
Except the bike is on fire.

You’re on fire.
Everything is on fire.
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Session Goals
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PM TOOLKIT

PLANNING EXECUTION CLOSURE

Start
here
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Planning Execution Initiation Closure 

1 2 3 4

• Project Charter
• File Repository
• Define/organize the 

work (PM software or Excel)

• Kickoff Meeting
• Stakeholders
• Communications Plan

• Task Monitoring
• Status Meetings
• Status Reports
• Communications to 

Stakeholders
• Go Live

• Lessons Learned
• Survey
• Final Report/Presentation
• Celebration
• Sign Off With Sponsor

The Project Charter 
may begin
during Initiation

P ro jec t  Management  Phases
M o n i t o r i n g  &  C o n t r o l l i n g
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WHO • Who’s involved, who’s doing the work? Who is this for? Who’s impacted?

WHAT • What is the scope? What are we delivering? What are the risks?
What is the cost?

(WHERE) • Which database, environment, etc.? Which physical location, room, building, 
etc.?

WHEN • What is the project schedule? What are the milestones?

WHY • Why are we doing this project?

HOW • How does this align with our mission and goals? How will we know we are 
successful? How will we communicate (project team, stakeholders, etc.)?

Your well-written, detailed Project Charter
will address a variety of questions.
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K-12 Project Management Tips:

View our Project Charter tutorial (6 min)
epmo.sdcoe.net

https://youtu.be/KwRcAfWWsw0
https://youtu.be/KwRcAfWWsw0
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Please 
find

this page!
Can you identify

the 10 key activities
of the

Execution Phase?


183.65092





Key Activities of the Execution Phase
Monitor progress, keep track of the

calendar and milestones

1 Monitor the ___________________ frequently.
Team members should update their status and add new tasks.

2 Check in with ______________________ as needed.
Establish rapport with the team; make sure there are no roadblocks.

project plan

team members
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Key Activities of the Execution Phase
Plan and conduct meetings,

determine action items and assign next steps

3 Lead _____________ meetings.
Meeting duration and frequency will vary by project.

4 Lead ______________ meetings as needed.
These are typically short daily meetings (15 min).

status

standup
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Key Activities of the Execution Phase
Manage the project

5 Identify _______ activities or adjustments to the plan.
Watch out for scope creep (new scope added after the project starts).

6 Monitor __________.
Quickly address any risks.

7 Monitor _____________, if required.
Track project costs.

new

risks

budget
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Key Activities of the Execution Phase
Communicate the status of your project

8 Prepare and send ______________________.
Capture accomplishments, in progress, what’s next, and risks.

9 Communicate _____ and _______ when needed.
Stay in touch with your sponsor, steering committee, and stakeholders.

status reports

up out
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Key Activities of the Execution Phase
Go Live (Become operational)

10
Prepare for ____________.
Sign off on testing (if needed), conduct training (if needed), send 
communications, conduct Go/No Go meeting, be ready for support.

Go Live

20



21

Take a look 
at the list…
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For the last 7 months, 
ABC Unified has been 

working on a project to 
implement a new SIS.

Next month is Go Live. 
The team has been 

working hard, but is the 
system ready? Are their 
users ready? Are they?

Go Live = To become operational; the time at which 
something becomes available for use

?Q: What is usually 
your top area of 
focus 
before launch of a 
new technology?



Testing and Sign Off

Has user acceptance testing been completed?

Have all issues related to going live been resolved?

Has the appropriate party (Project Sponsor or other) given 
acceptance to proceed with moving the delivered system, 
service or product into production?

If applicable, has your Change Control Board been notified?

Do we have a backout plan, if needed?

Support Team

Have your support staff been trained and/or provided 
documentation?

Are they prepared to provide ongoing support?

If necessary, has the “service” been added to your service 
catalog?

If necessary, has the vendor been notified that their support 
processes need to be engaged?

Do you have a clear plan for “Day 1” support procedures, 
and has that been communicated to the team?

Training & 
Communication

Has training been provided to employees/users, and job 
aids/videos made available?

Has the go live date and other important information been 
communicated to all project stakeholders?

Go Live Checklist (Starting Point)

Go / No Go Meeting
Are we ready?
Is it a go?
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For your past projects, at which phase(s)
do you wish things went better? Count %
Planning Phase 2 8%
Execution Phase 4 15%
Closure Phase 12 46%
Planning Phase; Closure Phase 1 4%
Planning Phase; Execution Phase 1 4%
Planning Phase; Execution Phase; Closure Phase 6 23%
Total 26 100%

Last school year we polled 26 district tech leaders across San Diego County…
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Lessons Learned

What worked well? Where can
we improve?

What are you
proud of?
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Stakeholder Survey
We asked for feedback 
from employees after 
each deployment.
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Final
Report
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Celebration
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PM TOOLKIT

PLANNING EXECUTION CLOSURE
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Can you say ‘Yes’ to these?
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Want more?
1. Workshops – Feb 3, Mar 2, Apr 18

2. Conference – June 22-23, 2023

3. Download templates and job aids 
and view our training videos

4. View samples in our portfolio

3

4

https://epmo.sdcoe.net

1 2

https://www.sdcoe.net/administrative-services/technology/epmo
https://www.sdcoe.net/administrative-services/technology/epmo
https://epmo.sdcoe.net/
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Enterprise
Project

Management
Office

EPMO@sdcoe.net

epmo.sdcoe.net

https://www.sdcoe.net/administrative-services/technology/epmo
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