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Say “hello”
to my little
project charter!

-Tony Montana
Scarface

(1)

Peyri Herrera
Senior Director
Integrated Technology Services

I find your lack
of project plan
disturbing.

-Darth Vader
Star Wars
(1]

Reesa Fickett, PMP
Senior Project Manager
Integrated Technology Services
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I love the smell of
standup meetings
o in the morning.
-Lt. Colonel Kilgore
Apocolypse Now
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Andrew Baldwin, PMP
Project Manager
Integrated Technology Services
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Livelong, |
and provide
status reports.

-Spock
Star Trek
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Candace Wong
Project Management Assistant
Integrated Technology Services
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department?
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Session Goals

02
" can use the
o1 SDCOE project charter 03

‘I know the template to plan ‘| can refer to
major my next project 3 checklists to help me
and
my next project.”
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Project Management Toolkit

https://epmo.sdcoe.net

RESOURCES

Intro Project Charter Project Plan Status Meetings and Reports Execution and Launch Closure

Soft Skills PM Toolkit More

SDCOE has created an 82-page Project Management Toolkit based on Project Management Institute's
tools and procedures. This toolkit is free to use and includes samples and templates that are designed to
help you complete projects on time, in scope, and under budget.

u
The toolkit covers these subjects: I I es

Project Management Phases | Project Charter | R esponsibilities | Project Plan

Communications Plan | Kickoff Meeting | Folder | Execution Phase Activities | Status

Report | Project Closeout Checklist | Lessons L eting | Survey | Final Report

Presentation | Celebration | Organizational C gement (OCM)

¥ SDCOE Project Management Toolkit v5.0 [PDF]

— |
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Project Management
Toolkit
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PROJECT MANAGEMENT

PHASES

Planning, Execution, and Closure




Project Management Phases

The Project Charter
may heqin
during Initiation

Monitoring & Controlling

Planning

* Project Charter
» File Repository

. PI"DJEEt P|an (PM software orExcel)
* Kickoff Meeting
» Stakeholder Engagement Plan

Execution

Status Meetings

Standup Meetings

Status Reports

“'rEDLiHE

* Monitor Project Plan

Engage Stakeholders

—

Closure

* lessons learned

* Survey

» Final Report/Presentation
« [elebration

* Archive

« Sign Off With Sponsar

—
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THE PROJECT CHARTER

What type of information goes in a
project charter? Why do we write one?




How to Prepare a Project Charter

2 D
Project Charter DRAFT L Part|: Project Name

EDUCATION

Project anonzed by « Write the official name of the project, the start date,
I. Project Name _ _ and end date. Remember, what makes a project a
Lo o000 oy o0 l—, project is that it has a start and end date!

‘ Project Name X

Il. Project Organization

indicate all project team members and how frequentiy you will communicate with them. o ESta b | iS h a re a | isti C ti m efra m e .

Pr°| ect Marlager Sponsor

PR e R e o s « After you complete Part IV Schedule, you might
¢ X e X !

e S wenes Doess | Stakeholders LT =pT— want to circle back to Part | and make sure your

Key peapie that assist the project manager in I Monthly [ As Meeded | An individusl group, ar argsn O Monthly [ As Needed

making decisions and moving the project fonwsrd et e et by vt of the. ot

S x S date range still matches.

Prolect Team :Iw k\y O Bi-Weel Hy l)_:?:;ur"sglgl;::sgss’immmn’mﬁm g:i::m :Ijis\tiﬁzd
e X \ Part Il: Project Organization
T Froject Detals « List anyone who will be involved in the project. Are
Pwigei:ac;n[;feg:srcigﬂruo:ofmmpmjecfmsﬂmpie, easy-fo-understand terms. What are you trying to accompiish? Why? there depa rtments OUtSlde Of yOU rS tO COnSlder?
” School staff? External/vendors?
Scope

:‘:ﬁg:;;:nany this will impact? What is included (or not inciuded) that can help manage the expectations? ° |f yo U | O O k at th e tO p Of e a C h b OX th e re iS a S h O rt

. x description of each role. In your toolkit, on the 3rd
R tab, there are more details about Project Roles and

Responsibilities.

Which products or results do you expect upon compietion of the projact?
e X




How to Prepare a Project Charter

A
Project Charter DRAFT A

Project authorized by on

I. Project Name

‘ Project Name X ‘ Start XXX

End
Date Date XXIXXIXX

Il. Project Organization
Indicate ail project team members and how frequently you will communicate with them.
Project Manager Sponsor
Cver‘EJJ e project work plan; reports on Izu leads project feam that is The top decision maker autharized to engage the project and fund if, has ultimate
responsibie for achisving the project objective: Suthorty and resaonsibity fo e rofect

e X ¢ X
Steering Committee [ Weekly [ Bi-Weekiy Stakeholders [ Weekly [ Bi-Weskiy
ey peaple that assist the project msnager in O Monthly 0 As Nesded | An individusl group, or orgsnizstion that may O Monthly 0 As Nesded
‘making dcisions znd moving the project fonvsrd SHackor e et by oussome of he proiat

¢« X ¢ X
Project Team I Weekly [ Bi-Weekly Others Involved O Weekly T Bi-Weekly
Supports the project msnager in pe: rfunnmgwurk Tl Monthly T As Nesded | List enyone efse who will be invaived and state T Monthly T As Nesded
of the proiect to schieve #s obiective: their roles

« X ¢« X

lll. Project Details

Project Description

Witte a brief description of this project in simpie, easy-fo-understand terms. What are you trying to accomplish? Why?
X

Scope
Wha/how many this will impact? What is included (or not included) that can help manage the expectations?
In scope:

¢ X

Out of scope:
¢ X

Deliverables
Which products or results do you expect upon compietion of the projact?

e X

Part Ill: Project Details

* Project Description: Write a description of

the project in simple, easy-to-understand
terms. This is where you want to put “the
why.” Include a little bit of backstory for

context and what the desired outcome is.

» Scope: List what in scope as well as what's out

of scope. Being specific about scope will help
manage expectations.

« Deliverables: List the products or results you

expect upon completion of the project.



How to Prepare a Project Charter

| Part lll: Project Details
« Goals Alignment: State how your project

Goals Alignment
With which Beard Goals and ITS Goals does this project aiign?

2;5%%:::5«:3??:p%?e§ﬁ:5asr..'ccess?Uslwnafy‘ou‘arewmgfﬂacmmpusha::ep:::ccesscm::n a“gns With your OrganizatiOn’S Board Goa|S
- x and your IT Department Goals
| « Objectives/Success Criteria: Think about how
Uslt:rerf:(ngsmarynummkcuu{nDensksmfhesuccessoﬂhepmjecr If possible, list the mitigation strategy for each risk. you Wi” kn OW if your project WaS a SucceSS.
For the items you list here, there should be
\ some way to measure or have evidence that
IV. Project Schedule & Milestones | your project was successful. Examples:
Phase/Major Milestone Responsible (Lead) ;t:r:il?gieeg?r: Elvrl‘:nll:rbEen%r /.mproved eﬁ(lglenc_)(/ /mprOVed prOceSS/
1 increased satisfaction.
: « Risks: Make a list of potential risks and
: include how you will mitigate the risk.
. Sometimes doing this helps you identify new
. project needs.




How to Prepare a Project Charter

Goals Alignment

With which Board Goals and ITS Goals does this project aiign?
[ #81 Connect the educational experience lo the world of wark [ #TS1 Maximize Customer Success
0 #82 Frovide educat jties and supports to SDCOE schools and school districts
[ #83 Become
[ #84 Maximize human and operational resources to strengthen the organizational culture of SDCOE

Objectives/Success Criteria
How will you know if the project was a success? List what you are trying to accomplish and the success criteria.

.o X

Risks
List the things that you think could be nisks to the success of the project. If possible, list the mitigation strategy for each risk.

+ X

IV. Project Schedule & Milestones

Based on your needs, list either the phases and/or major milestones of the projects. Include start and end dates.

Examples of Phases in IT Projects:

1. Discovery or Planning (Requirements, Analysis, Communication, etc.)
. Design

. Development or Build

. Testing (include UAT and Sign Off, as needed)

. Training

Pre-Go Live Activities (include Communication)

. Go Live / Implementation

. Post-Go Live (include Support, as needed)

. Closure (Lessons Learned, Surveys, Final Report, Celebration, efc.)

2
3
4
5
6.
7
8
9

This list is not meant to be all inclusive and not every phase may be needed.

Part IV: Project Schedule & Milestones

» Think through the phases and major
milestones for your project.

* You will not know EVERY task and activity -
try to gather as much as you can to create a
realistic schedule and phases.

« Remember to include time at the end to
close out your project.

» Keep in mind that you will use Part IV to build
out your project plan later.



How to Prepare a Project Charter

V. Tools
Sender<on oo ans e members e s « Consider which tools are needed for this project.
O Microsoft Teams If Yes, which team/channel will you use?

O OneDrive If Yes, whose OneDrive, and what is the folder named? YOU Can make these matCh the too'S your

O SharePaoint Site If Yes, which site, and what is the folder named? Organization Uses- For example, if yOU are USing
S ot Google Drive, make sure you identify the location
and who needs access.

VI. Other Items to Consider
» Project Budget: Estimate the cost of the project

« Communication Plan: Identify all critical communication channels for project stakeholders, frequency of
communication, types of information to be communicated, and method of regular communication.

When you're done...

Meet with your Project Sponsor and review the
Project Charter
* Project Close Out: Determine the final actions/steps to close out the project. Examples include sign off

ggﬁ:;n‘;g?;iet):].elﬁfsons learned meetings and documentation, surveys/evaluations, and a celebration andior O bta | n a Uth O r|Zat| O n tO p r_o Ce e d
Type their name and authorization date at the

» Tracking and Status Updates: |dentify the methods the project team will use to regularly update the project
status including methods of tracking project progress and which organizational stakeholders receive
notification of project status

« Training Plan/Documentaticn Plan: Identify any necessary training and documentation for project
stakeholders, including content, delivery method, etc.

top of the Project Charter; remove ‘DRAFT

Project Charter DRAFT

Project authorized by on




Your well-written, detailed Project Charter
will address a variety of questions.

g
T
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AN

+ Who's involved, who's doing the work? Who is this for? Who's impacted?

WHAT
(WHERE)
WHEN

+ Why are we doing this project?

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

T
O
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EXECUTION PHASE

CHECKLIST

All that project planning pays off
when you are in Execution!
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PROJECT MANAGEMENT TOOLKIT
What are the key activities of the Execution Phase?

Directions: Use the word bank to fill in the key activities that occur during the Execution Phase.

WORD + budget * risks » status reports
+« GoLive * standup + team members
BANK * new e status « up/out
« project plan

Key Project Management Activities During Execution
Monitor progress, keep track of the calendar and milestones
1 @ Monitor the frequently.
Team members should update their status and add new tasks.

2 lﬁ Check in with as needed.
" Establish rapport with the team; make sure there are no roadblocks.
Plan and conduct meetings, determine action items and assign next steps
| | I 3 Lead meetings.
Meeting duration and frequency will vary by project.
4 &2=2 ||ead meetings as needed.

k&) These are typically short daily meetings (15 min).

(]
| Manage the project
5 o Identify activities or adjustments to the plan.
° Watch out for scope creep (new scope added after the project starts).
[AYA)

6 Monitor .
O Quickly address any risks.

7 Monitor , if required.

Track project costs.

Communicate the status of your project
- Prepare and send .

8

Capture accomplishments, in progress, what's next, and risks.

) | Communicate and when needed.

Can you identity «
9 Stay in touch with your sponsor, steering committee, and stakeholders.

the 10 key activities
Of the 10 Prepare for

Sign off on testing (if needed), conduct training rﬂ'lneededj, send communications,
Execution Phase?

Pz

conduct Go/No Go meeting, be ready for support.

Prepared by the SDCOE EPMO Team | https://epmo.sdcoe. net




san diego county office of
/\ EDUCATION

Key Activities of the Execution Phase

. budget
Monitor progress, keep track of the Go Live
calendar and milestones new

. - roject plan
Monitor the _Project plan frequently. project p
i , risks
Team members should update their status and add new tasks.
standup
. . status
| i Check in with _team members ;s needed.
2 , | status reports
Establish rapport with the team, make sure there are no roadblocks.
team members

up / out
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Key Activities of the Execution Phase

_ budget
Plan and conduct meetings, Go Live
determine action items and assign next steps new
. . |
3 Leard st'atus meetings. | ricks
Meeting duration and frequency will vary by project. standu D
. | status
4 &8 | ead _standup meetings as needed. status reports
k& These are typically short daily meetings (15 min). team-members
up / out
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Key Activities of the Execution Phase

budget
Manage the project Go Live
new
5 Identify M@W jctivities or adjustments to the plan. orojectplan
Watch out for scope creep (new scope added after the project starts). risks
6 O [Monitor risks ctatuc
Q Quickly address any risks. status reports
team-members
v $ Monitor _budget  if required. up / out
Track project costs.
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Key Activities of the Execution Phase

_ _ budget
Communicate the status of your project Go Live

Aew
8 % Prepare and send _Status reports orojectplan
Capture accomplishments, in progress, what’s next, and risks. ricks
9 () [Communicate WP and Out when needed. Status
Stay in touch with your sponsor, steering committee, and stakeholders. status reports
team-members
up / out
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Key Activities of the Execution Phase
i

Go Live (Become operational) Go Live

Prepare for _Go Live projectplan

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




Key project Management Activities puring Execution e

: . EDU
Monitor progress. keep calendar and milestc €S ﬂ

team members as needed.

1t with the team; make sur€ there &

Establish rappo
ct meetings. determing action items and assign n

E@ Lead status meetings. I a ke
Meeting duration and frequi : o o
i S . t
E l-
t EER

Monitor pudget, if required.

Track projecf costs.

up and out w

P .
your steering committee 8

ational)

Go Live.
testing (if needed) conduct training (if ne

conduct Go}No Go meeting: be red
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Get everyone ready for your launch!




Go Live -

il

For the last 7 months,

ABC Unified has been

working on a project to
implement a new
budgeting system.

san diego county office of
YA

Next month is Go Live.
The team has been
working hard, but is the
system ready?

Are their users ready?
Are they?

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

Q: What is usually
your top area of
focus before the
launch of a new
initiative?
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Go Live Checklist (Starting Point)

Training &
Communication

Testing and Sign Off Support Team

Has user accentance testing been completed? Have your support staff been trained and/or provided Has training been provided to employees/users, and job
P 3 P i documentation? aids/videos made available?

. - . . Has the go live date and other important information been
? ?
D Have all issues related to going live been resolved? Are they prepared to provide ongoing support? D communicated to all project stakeholders?

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

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

||
Go / No Go Meeting
|:| If applicable, has your Change Control Board been notified? gr:)icee::easr%’ezzst;hggzg‘;gésg?en notified that their support A re We re a d y?

Do we have a backout plan, if needed? |:| Do you have a clear plan for “Day 1" support procedures, | S It a go .

and has that been communicated to the team?
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PROJECT CLOSEOUT

CHECKLIST

Wrap up your project with success
and provide closure for all parties.




PROJECT MANAGEMENT TOOLKIT
Project Closeout Checklist

Use this checklist to help you close out your project.

@ 1. Lessons Learned

O Identify and document lessons learned.

« Conduct a thorough postmortem process.

*  Gather feedback from all stakeholders.

«  Highlight important issues that will help improve the
quality, value, workflow, speed of completion, cost-
efficiency, and team synergy of the next project.

e Use this information in your Final Presentation.

2. Survey

[ Assist the team with conducting a survey.
« Determine if the project objectives were met.

e Measure satisfaction.

e Use the results in your Final Presentation.

—
o0l

3. Final Presentation

[ create a final report or presentation and use it

to conduct a project closeout meeting.
Create a final report/presentation that you can present to
your project sponsor and steering committee.

*  Generally you will include a Project Overview, Survey
Results, Lessons Leamed, and What's Left.

« Present the final report prior to conducting your
Celebration.

4. Celebration

D A celebration and camaraderie can help

energlze everyone for the next project.
Keep it short.

e Makeitfun.

« Leverage pieces from your final report/presentation — not
everyone remembers (or knew) all the details of the
project, so don’t forget to include the project recap.

«  Ask your project sponsor to share a few words

=3
5. Archive

D Archive project documentation.

« Archive relevant docs used in the project from start to
finish. This includes project files, recorded meetings, and
your Monday.com board.

«  When you sign off with your Project Sponsor, explain what
was archived.

6. Other Closeout Items

« Hand over project ownership, if necessary. Transfer
management of the completed project to the new owner.

« Settle payments, if necessary. Process outstanding
invoices. Note down variances, cost efficiencies, and other
financial information that will help you optimize the budget
for the next project.

 EPMO Only: Send the "How Did We Do?" Customer
Satisfaction survey to the Project Sponsor and Project
Team.

@7. Sign Off with

Project Sponsor

[J Review the project scope, the deliverables,
and all of the completed closeout items.
Ensure 100% satisfaction.

Hooray, you did it!
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Lessons Learned

What worked
well?

What are you
proud of?
y = 29
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Stakeholder Survey

Scores of 3.0 indicate agreement; those that approach 4.0 indicate strong agreement

Comparison
Chart

Use YubiKey as o,
primary method 75%

The arrows denote a difference of 10% or more

SDCOE Managers
PHASE 2

54% |

How do they
use the product?

Do they think it's
easy to use?

Use Duo Mobile as o,
primary method 31%

le how you feel about the online application process:

Do they understand
why we did this project?

e ® L
- U

What support methods
+~— did they use?

Are they satisfied
<+ with our support?

= o/

Asked a colleaue =41% v
ServiceNow ticket = 28%
MFA Helpline = 3%

Printed job aid = 68%
Electronic job aid = 32%
Asked a colleague = 34%
ServiceNow ticket = 15%
MFA Helpline = 10%

Electronic job aid = 49% v
Asked a colleague = 28%
ServiceNow ticket = 31%

Electronic job aid = 30%
Asked a colleague = 36%
ServiceNow ticket = 16%
MFA Helpline = 3%

- v uppo used
v = highest compared to other phases

v
MFA Helpline = 17%

Agree questions and issues
were answered in a timely

100% agreement - AVG 3.5 | 100% agreement - AVG 3.6 | 87% agreement - AVG 3.3
manner

94% agreement - AVG 3.3
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4 Welcome and Topics

SDCOE Secure Access Project

SDCOE Secure Access Project: AGENDA

Final Presentation
1 Project Recap

2. Lessons Learned
3.Survey Results
4. What'sLeft

« ProjectRecap USE INFO FROM YOUR PROJECT CHARTER...

ot = ot o
Recap N Recap. Ny

SDCOE Secure Access Project Thiswas a division-wide effort. What We Delivered Howvthe Work Tied To

Our Organization Goals

OverallGoal Objectives /
Success Criteria Eariy Adapters
e dB T3

- =
oot 20

- 659
Project Phases
vy e

cwensiares SUMMARIZE YOUR LESSONS LEARNED...

Leamned Leamned
MEA LaszonsLeamsad =

canere: SUMMARIZE YOUR SURVEY FINDINGS...

W W Comparison
Chart
MFA Survey Results Across all phases, ahigh pereentage

of SDCOE Employees agreed:

Surveys Deployed Survey Tool —
. i Sane st
et rsaer

Theyurdestanthe
e oA

o Pl

13 14 15

-wer: SHARE WHAT'S LEFT

SDCOE Secure Access Project

s Left? Open Floor Discussion
non Thursiz, Dec 16 | Ay thougpes commerts.or
etions you' e to s

g l M
E]
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PROJECT MANAGEMENT TOOLKIT
Project Closeout Checklist

Use this checklist to help you close out your project.

@ 1. Lessons Learned

O Identify and document lessons learned.

* Conducta gh p

* Gather from all

«  Highlight important issues that will help improve the
quality, value, speed of cost-
efficiency, andteamsynetgyo(menextpro;ect

*  Use this information in your Final Presentation.

=1 2. Survey

[ Assist the team with conducting a survey.
« Determine if the project objectives were met.

*  Measure satisfaction.

«  Use the results in your Final Presentation.

ol
—\ 3. Final Presentation

[ create a final report or presentation and use it

to conduct a project closeout meeting.
Create a final report/presentation that you can present to
your project sponsor and steering committee.

*  Generally you will include a Project Overview, Survey
Results, Lessons Leamed, and What's Left.

* Present the final report prior to conducting your
Celebration.

9
&"‘4 Celebration

[ A celebration and camaraderie can help
energlze everyone for the next project.
Keep it short.

*  Makeitfun.

* Leverage pieces from your final report/presentation — not
everyone remembers (or knew) all the details of the
project, so don't forget to include the project recap.

«  Ask your project sponsor to share a few words

5. Archive

[ Archive project documentation.

* Archive relevant docs used in the project from start to
finish. This includes project files, recorded meetings, and
your Monday.com board.

«  When you sign off with your Project Sponsor, explain what
was archived.

@7. Sign Off with

Project Sponsor

[ Review the project scope, the deliverables,
and all of the completed closeout items.
Ensure 100% satisfaction.
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Key Activities of the Execution Phase

Key Project Management Activities Durina Execution
Monitor progress, keep track of the calendar g

Monitor the project plan frequently,
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Monitor risks.

Quickly address any risks.
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Go Live (Become operational) ;
Prepare for Go Live.
Sian off on testing (if needed), conduct training (if needed), send
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Can you say ‘Yes’ to these?

02

“ can use the
01 SDCOE project charter 03

“I know the template to plan “| can refer to

major my next project. 3 checklists to help me
and
my next project.”
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FUTURE WITHOUT BOUNDARIES"

Project Management Toolkit

https://epmo.sdcoe.net

RESOURCES

Intro Project Charter Project Plan Status Meetings and Reports Execution and Launch Closure

Soft Skills PM Toolkit More

SDCOE has created an 82-page Project Management Toolkit based on Project Management Institute's
tools and procedures. This toolkit is free to use and includes samples and templates that are designed to
help you complete projects on time, in scope, and under budget.

u
The toolkit covers these subjects: I I es

Project Management Phases | Project Charter | R esponsibilities | Project Plan

Communications Plan | Kickoff Meeting | Folder | Execution Phase Activities | Status

Report | Project Closeout Checklist | Lessons L eting | Survey | Final Report

Presentation | Celebration | Organizational C gement (OCM)

¥ SDCOE Project Management Toolkit v5.0 [PDF]
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https://epmo.sdcoe.net/
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https://www.sdcoe.net/administrative-services/technology/epmo
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