EDUCAUSE

ANNUAL CONFERENCE 2015

Building Successful IT Governance, Portfolio, and
Project Management Processes

Michael Hites  Kelly Block » Cynthia Cobb

Copyright Michael Hites, Kellkl) Block, & Cynthia Cobb 2015. This work is the intellectual property of the author. Permission
is granted for this material to be shared for non-commercial, educational purposes, provided that this coglyright statement
appears on the reproduced materials and notice is given that the copying is by permission of the author. To disseminate
otherwise or to republish requires written permission from the author.

11/2/15




Abstract

Join this seminar to focus on the human and
technical aspects, considerations, and barriers
when implementing an IT governance process.
Learn how to design a strategic governance
process to fit your organization and how to
develop the processes and tools for portfolio and
project management to support the governance
process and successfully execute projects.
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Learning Objectives

= Determine considerations, options, and barriers
for implementingIT governance

= Design IT governance to fit your own institution

= Explore the design and implementation of
portfolio and project management
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Workshop Overview

1. Integration of IT Governance and Portfolio and
Project Management for Success

2. IT Governance in Higher Education

Portfolio and Project Management
mplementation

" Three group exercises
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Workbook Contents

1. Presentation
2. EXxercises

3. Supplemental information

1. SelectIT governance references (Educause, ECAR, PMI
references)

2. Example materials such as charter, reports, resource
forecast

3. Projectand program management toolkits
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IT Planning in Higher Education

nne:!!!!|||||““““||

Planning

IT Strategic
Planning

IT Leadership
Development

IT
Governance
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Strategy sets destination; governance

provides route
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IT Governance

= Who, Why & How to /

allocate IT resources

" |T Governance defines
the processes,
components,
structures, and
participants for making
decisions regarding the
use of IT
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ITG — Why is it important?

" Decision-making and transparency

" Strategic alignment of enterprise and IT
= Resource allocation and management

" Performance management

= Collaboration

= Standards and policy

" Transparency

" Faculty, staff and students are different
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EDUCAUSE Center for Applied Research
ECAR Research Study 5, 2008 -
FINDINGS

" Positive factors for ITG effectiveness:
= Active design of ITG
= Ability of ITG participants to describe ITG accurately

" Frequency of participation, providing input, taking
part in decision making

" |TGinvolvementin formal project review
" |TGinvolvementin institutional budgetary process
" |ncorporation of measurement and review in ITG
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Do you need ITG?

Review %
and

Seﬂec}//
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Making it work: Portfolio and Project
Management

* Facilitate ITG g

" Manage schedule and Execute Monitor &
resources Control

= Monitor and control
portfolio

" Project management
center of excellence Schedule

= Project execution
J +project management

center of excellence
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Governance, Portfolio and Project
Management (GPPM)

In order to be most
successful, you need all ﬁ

of the pieces. -
P Execute//' E Monitor &
7 ~

Control
\K

= |T Governance
= Portfolio Management

= Project Management
Schedule

+project management
center of excellence
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Group Interactive Activity

Challenges and Successes with
ITG and PPM
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Group discussion on participant’'s
challenges and successes with IT
Governance and PPM — 15 minutes

= Reflect on the current state of IT Governance,
Portfolio, and Project Management at your
Institution.
= What works well?
= What are areas for improvement?
= How would you like to see things change?

11/2/15
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Challenges and Successes with IT
Governance and PPM
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Challenges and Successes with IT
Governance and PPM
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Challenges and Successes with IT
Governance and PPM
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IT Governance

iIn Higher Education
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Scope of Customers and Providers for IT
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Requires a repeatable, rational process to
collect ideas, select initiatives, prioritize

/ Governance Groups
¥ Governance Groups
Governance Groups

IT Governance
Process

N
12,5 Approved Initiatives and Priorities 21



ITG — Considerations

" Sjze and shape of the organization
" Structure of IT and the funding model
" Scope of governance

" Scarcity and competition for limited resources —
What is your level of demand?

" Desired levels of control and transparency
= Value placed on IT by stakeholders.

" Endorsement and empowerment by non-IT
people
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ITG Components — Building the model

A Framework for Discussion: A university-level
framework from the University of lllinois is
presented as an example to facilitate further
discussion. This model provides a framework for a
governance model, but is not intended to suggest a
final form. The model is complex because it includes
many elements of governance and relates them to
each other. Not all elements need to be included in
a successful governance implementation but, if they
are, the model shows how they are connected.
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ITG Components — Higher Education
Examples

» http://oregonstate.edu/admin/itsc/it-
governance-structure

* http://www.uta.edu/oit/it governance/overvie
w.php

= http://www.itpc.uillinois.edu/

= http://www.nextgen.umich.edu/governance/go
vernance-chart.php

= http://www.uvic.ca/shared/shared about/Gov
ernanceUpdate2010.ppt
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ITG Model Components — University example
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ITG Model Components — Campus example

UIC IT Governance Model
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ITG Model Components — Campus example

Executive Faculty
A“ijmjny

Steering Committee

IT Service
Delivery
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ITG Model Components — IT for Supporting

University Business Processes example
= 00000000 |

L3
0000
L2
Meets Quarterly
00 Provides ntligence/
recommendations Finance . Student
w to ITPC for cross- subcommittee HR subcommittee subcommittee llagrr:grmanoe L 1
. gement
functional subcommittee
projects and
prioritization Meets Quarterly ~ Meets Monthly Meets Monthly Meets Monthly
Approves $0K Approves $0K Approves $0K Approves $0K
and and and and
250 -850 hours 250 -850 hours 250 — 850 hours 250 — 850 hours
Prioritizes Prioritizes Prioritizes Prioritizes
functional functional functional functional
projects projects projects projects
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ITG Components —
Building the model

G 0 Ry
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ITG Components —
Building Blocks for Model

= Purpose and Scope: What is it that needs to be
governed? What are your institutional priorities?
= Participants: Who should participate? Who should

% advise and who should make decisions? What are the
key roles to identify? How are they interconnected?

o " Decision-making: What decisions are made at the
” different levels/groups? What resources will be
allocated via the process?

= Structure: What are the layers to the governance
6;8 structure? How are they interconnected?

= Communication and Coordination: Who will work behind
J“ the scenes to facilitate the process?
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Build an IT Governance Model
Group Interactive Activities

We will:

= Walk through defining the components for an
ITG structure you are interested in building

= Work with colleagues to discuss your
experiences, challenges, and successes with

ITG

\ 7 Workshop Feedback: Actual feedback from
e TG design workshops
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ITG Model Components

Purpose and Scope of the problem to ?3;‘;}3,‘2“’

solve ~
= \WWhat is it that needs to be ~
governed? - / _,\ 4
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ITG Model Components —
What needs to be governed? (examples)

Infrastructure Public
Research
Engagement
]
Administrative . IT Strategic Policy
C o Student Facilities Re.sgarch-
Prioritization Administration
Systems
] oystems
11/2/15 33




ITG Model Components —
What needs to be governed? (examples)

~

k\

Education
:Learninﬁ Manaﬁement Sistems:

Instructional Technologies

Public Labs
e 0000000000000

Change Management

Student Access to Resources

~

e

11/2/15

Research
: User SuiiortCoordination

Research Computing Resources

Collaboration Technologies

Grants Administration

s \

Technical Support
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ITG Model Components —

What needs to be governed? (examples)
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ITG Model Components —
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ITG Model Components —
Can become complex

IT Governance in 3D
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ITG Model Components

Many dimensions to manage and organize
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ITG Model Components

Purpose and Scope of the problem to solve —
Example:

Govern IT Projects that Support Business Processes
Across the University

» The Information Technology Priorities Committee (ITPC) process
functions to provide a common approach to solicit, review,
prioritize and execute information technology projects involving
University Administration (UA) information technology resources
including:

= Any project that involves resources from a UA unit, or campus based unit that plans to offer
an administrative system for the entire campus.

= Any project that will interface with an Enterprise system.

= Any project that is administrative in nature, and wishes to utilize funding from the central

pool of administrative information technology dollars allocated by the Academic Affairs
Management Team (AAMT).
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Workshop Feedback: e’
What is it that needs to be governed?

= Must be an overarching governance structure to guide
the various governance components

" Group should not onlylook at new things, should also
consider decommissioning services

= Need service catalogs in order to identify what
does/does not exist; gaps and redundancies

» Link governed items/services to strategic university
mission driven goals

= Should encourage innovation and embrace some risk
= Connections/ coordination/ communication throughout
= Clear entrance workflow and process for projects/topics

11/2/15 40



ITG Model Components

University
e . Leadership Campus
Participants in the process =" Leadership
* Who should participate? Mg %
University IT /
UTMT

= \Who should advise and who should make
decisions?
= Existing groups / Positions / Functions

= Examples:

11/2/15

Groups Involved

)y

University Central
Business Offices

Campus IT

S

Faculty Gr¢

Faculty groups — e.g. Faculty IT Senate, Council
of Deans

Executives — e.g. AVP Finance or Asst. Provost
for Student Affairs

Administrative Offices — Central and Distributed
— Director of University HR or Registrar

IT Pros — e.g. Director of Decision Support
Student groups — e.g. Student Senate

College /
Local IT

41



ITG Participants -
Why is it important?

* Who Chooses?
= Example— Central IT Group

= Without ITG — Internal decisions by IT management
regarding project selection, prioritization, and
resource allocation for services

= With ITG — External customers propose projects,
prioritize them, and resource allocation is a byproduct
of these decisions and constituent demand for
services

11/2/15 42



ITG Participants -
Why is it important?

Who Chooses?

W

Admin-
istration

W

11/2/15 43

How do you get
to equilibrium??




ITG Model Components —
Participants (examples)

Existinﬁ GrouEs

e Council of CIOs
e Faculty IT Senate
e |T Pros

e Council of Deans
o CAV

e Student Senate

e Business
Managers

e |T Priorities
Committee

New Groups

e Functional
Groups

e LMS Advisory
Council

e Shared
Infrastructure

e |dentity
Management

e Business Process
e WCMS

11/2/15

Roles
.

e Advisory &
Decision-making
e Group Sponsors

e Chairs / Leads /
Owners

e Governance
Office / Portfolio
Management

44




ITG Model Components

Participants in the process — Example:
e | Emaemc | WRMPC | StdenemPC

UA - Senior Associate Vice
President, Office of Business
and Financial Services

UA - Associate Vice President,
AITS (Chair)

UA - Assistant Vice President
for Academic Affairs

UA - Assistant Vice President
and Dean, Academic Affairs

UA - Assistant Vice President,
Human Resources

UA - Assistant Vice President,
Decision Support

UIC - Provost/Chancellor
appointee

UIC - Faculty Representative

UIS — Provost/Chancellor
appointee

UIS — Faculty Representative

UIUC - Provost/Chancellor
appointee

UIL;]C]'-/ F%!u:lté Representative

UA-OBFS, Assistant Vice
President Admin Services
(Chair)

UA-OBFS, Controller

UA-OBFS, Executive Assistant

Vice President for Business and

Finance (UIC)

UA-OBFS, Assistant Vice
President for Business and
Finance (UIS)

UA-OBFS, Assistant Vice
President for Business and
Finance (UIUC)

UA-Capital Programs & Real
Estate Services

UIC Campus Representative

UIC Provost Office

UIS Provost Office

UIUC Provost Office

UIUC Campus Representative

UA - Director Employee
Relations and Human
Resources

UA - Assistant Vice President,
Human Resources

UA - Director of Human

Resources Information Systems

UIC - Director of HR Shared
Services, Human Resources

UIC - Associate Director &

Acting Director, Faculty Affairs

HR

UIC - Vice Chancellor for
Human Resources, Human
Resources

UIS - Assistant Provost

UIS - Director of Human
Resources

UIUC - Associate Director,
Academic Human Resources

UIUC - Associate Provost for
Human Resources
UIUC - Director of Academic
Human Resources

UIC — Admissions
Representative

UIC - Financial Aid
Representative
UIC - Provost/Chancellor

appointee

UIC - Records and Registration
Representative

UIC — Systems Representative
UIS — Admissions
Representative

UIS - Financial Aid
Representative

UIS - Records and Registration
Representative

UIS — Systems Representative

UIUC - Faculty Representative

UIUC - Faculty Representative

UIUC - Financial Aid 45
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ITG Model Components

Faculty Involvement Levels

e Direct participation on governance committees

MEDIUM

e Advisoryinputfrom existing faculty governance
committees orindividual faculty

e

e Actively and passively communicate ITG
activities with faculty community; respond to
requests and inquiry

P2 715
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Workshop Feedback: Yol
Participants in the governance process

= The key element is how the structure connects everyone and
connects to other decision making processes

» |dentify/Review/Repurpose/Dissolve current committees
» Catalog committees / require charter & documentation

» Participants should be connected relative to their experience —
strategic, tactical, operational

» Governance to identify resolutions among different
recommendations — SMEs / technologists need advisory roles
for these decisions

= Correct balance of stakeholders — academic, research,
administrative, others

11/2/15 47



ITG Model Components

Decision-making
= Specific decision points
= Set policy and standards

" Project selection & prioritization
= Resource allocation

= Resources have to be connected to decision points

= |ncentives for participation

Governance Body — Decision-making ability; Led by a
Champion / Steward / Advocate Role who supports

governance process for Unit, Topic, Functional Area, College,
or at Campus level

11/2/15

Resource
Pools

48




ITG Components —
Building the model

What and where are decisions made?
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ITG Model Components

(example)
* Funding Model Components for
Governance Consideration

= Base funding for enterprise or campus
services

" Project funding for one-time initiatives

= Ancillary funding for college / department
level services

= Fee for service — use-based charge-back
* Unfunded — beyond resource capacity

= University of Victoria -
http://www.uvic.ca/shared/shared about/G
vernanceUpdate2010.ppt

11/2/15

Tvpe Type Overall
Rank Rank

Project/Service A

Base

Fee Ancillary Project

Unfunded

11

12

10

13

14

Project/Service B
Project/Service C
Project/Service D
Project/Service E
Project/Service F
Project/Service G
Project/Service H
Project/Service |

Project/Service J

Project/Service K
Project/Service L

Project/Service M

Project/Service N
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Workshop Feedback: -

What decisions are made and where

11/2/15

Clear review and decision points for projects

Different review points may include architecture,
security, policy, scope, funding, stakeholders

Need a process defined for exceptions

Consider actual costs, maintenance & support,

opportunity cost to notimplementor widely
support

Incentives to empower collaboration
Trade-offs between local vs. central services

51




ITG Model Components

Structure: What are the layers
to the governance structure
and how do they
interconnect?

= What are the responsibilities
and composition at the
different layers?

= Whereand howdo thelevels |1
and groupsinterconnect?

= Ownership and Accountability

11/2/15 52



Example of Responsibilities for a Group

" Provide oversight, review, strategy,
communication for business process and
administrative projects that:

" |nvolve resources from our unitinvolves an
enterprise business system

= Will interface with an enterprise system

= Wish to utilize funding from the central pool of $$ &
labor

= Scope of Enterprise Systems

299,000 Student Application Transactions 479,000 Payment Requests Processed
12,343,500 Registration Record Transactions 138,100 HR Front-end Transactions
556,000 Financial Aid Disbursements 153,000 Travel Expense Reimbursements
113,000 Transcripts Processed 240,000 Data Warehouse Sessions
157,500 eProcurement Transactions 882,000 Regular Payroll Transactions
25,000 Non-iBuy Purchase Orders 99.99% FY 14 Banner Availability

467,000 Financial Aid Records



Workshop Feedback:
Layers to the governance structure

= Responsibility at all levels

" |ncreased collaboration between groups leads to
improved culture and climate of IT

" Who sets the charge, who determines the budget,
who assigns the resources

= Accountability throughout structure;
recommendations and decisions need to carry
through other pointsin governance structure

= Need exists for project management, oversight, and
coordination for multi-unit major initiatives

11/2/15 54



ITG Model Components

Communication and Coordination

11/2/15

Transparency (in the eye of the beholder)
Communicationabout the process

Central information resources for governance
operations / decisions

Service / project inventory

Portfolio and Project Management Office or

portfolio management role to support the ITG
process

st
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ITG Components —
Building the model

G0 Ry
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Workshop Feedback: Y.
Communication and coordination

factors
» Communicationand transparency key to the success
of the ITG structure and process

* Need dedicated staff to drive process

= Easy way for individuals to provide feedback and
iInput

= Documentation needsto capture how decisions
were made and their path through the ITG

" |Incorporate a means for checks and balances

= Design both active and passive forms of
communication throughout structure
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Right-size your Governance Process

" Process should accommodate work of different
sizes with the appropriate review rigor based on

cost and impact /

Simple > > > > > > > > > > >> > >Complex

4 N

" Level1 project ) Level2 project Level 3 project

UIUC Winter term Automated Grade Travel & Expense
_ creation /\ Change Process / Management
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ITG Model Components — IT for Supporting

= 00000000
KN
0000
Meets Quarterly
OO Provides
recommendations
w to ITPC for cross-
functional
projects and
prioritization
SP2715

Finance
subcommittee

Meets Quarterly
Approves $0K
and
250 - 850 hours
Prioritizes
functional
projects

University Business Processes example

( ) intelngencel
ntelligence
HR subcommittee sub%tgrgrenr!;tee rngrr:grglgm\eonet
subcommittee
Meets Monthly Meets Monthly Meets Monthly
Approves $0K Approves $0K Approves $0K
and and and
250 — 850 hours | 250 — 850 hours P50 — 850 hours
Prioritizes Prioritizes Prioritizes
functional functional functional
projects \ projects j projects

L3

L 1
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ITG Model Components — IT for Supporting
University Business Processes example

L3

= 00000000
KN
~ 0000
Meets Quarterly
00 Provides I ?:“s_iness ,
recommendations Finance . MEzllie e iz
w to ITPC for cross- subcommittee AlRSEEIiE ﬁg’,{gggﬂ‘e":t
functional subcommittee
projects and
prioritization Meets Quarterly  Meets Monthly Meets Monthly Meets Monthly
Approves $0K Approves $0K Approves $0K Approves $0K
and and and and
250 — 850 hours 250 — 850 hours | 250 — 850 hours P50 — 850 hours
Prioritizes Prioritizes Prioritizes Prioritizes
functional functional functional functional
projects projects \_ projects /  projects
SP2715

L 1
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ITG Model Components — IT for Supporting
University Business Processes example

4

OOOOOOOO/ K \ . Meets Annually \
Exe Cu t|ve S Approves > $250K or
5K hours
0000 Cross- Meets Quarterly
. : >
M functional Highest Level Customers Approves > 0K or
\ group Prioritizes all projecty
N
Meets Quarterly
00 Provides inaligonce!
recommenaations Finance : Student
m to ITPC fgr Cross- subcommittee HR subcommittee subcommittee I?Agﬁgggrannecer{t
functional subcommittee
projects and
prioritization Meets Quarterly | Meets Monthly Meets Monthly Meets Monthly
Approves $0K Approves $0K Approves $0K Approves $0K
and and and and
250 — 850 hours | 250 -850 hours 250 — 850 hours 250 — 850 hours
Prioritizes Prioritizes Prioritizes Prioritizes
functional functional functional functional
\ projects / projects projects projects

11/2/15
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Flexibility of Governance Process

Simple > > > > > > > > > > > > > > >Complex

/I_evel 1 proiect\

"

UIUC Winter term

Review steps:

creation

= L1 Project proposal
completed

= Review at
functional
subcommittee

= REVIEW COMPLETE

J

11/2/15

/Level 2 proiect\

Automated Grade
Change Process

Review steps:

= |2 Project proposal
completed

=  Review at functional
subcommittee

= Reviewed at cross-
functional and main
ITG Group

/Level 3 project

Travel & Expense
Management

Review steps:

= |3 Project proposal
completed

=  Review at functional
subcommittee

= Reviewed at cross-
functional and main
ITG Group

\ = REVIEW COMPLED

= Fxecutive Review
\ = REVIEW COMPLETE
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Complex Project Example -
Travel & Expense Management

Governance Model for Administrative IT at the University of lllinois ™~
- 8
mirs Management Team Level 2 Large €5
Provosts / Vice Presidents — Fund / Empower Process > 5,000 hrs. or g (2
w Annual Review of Large Strategic Projects > $250,000 O >
® 8 E
: 5 2
14 = £
w O o
= 2.0
w Information Technology o o >
' Business Priorities Committee anes S Level 2 g
i Intelligence Human 850-5,000 hrs. >
§ Student Affairs Infrastructure Resources $0-250,000 £ ®
i Systems €0
| &8
; @ 2
E ow
s o
) ITPC Cross-functional Group o
8 Review Projects / Recommend Prioritization of Projects o |.2
& £ §
: Finance Human Student Bl /PM S =
- Subcommittee Resources Subcommittee Subcommittee o =
H Subcommittee 3 Q
H N5
i v Level 1 g %
i 250-850 hrs. E O
: = P
|
>
(O
2 : — : £
g Campus Needs - Chicago, Springfield, Urbana-Champaign g«
o T 1 1 T 1 1 T 1 T 1 1 1 .. . 8 g
= College Unit College Unit Unit ’ - Decision Points @

1 I 1 1 1 I I I I 1

Unit || Unit || Unit || Unit || Unit ||| Unit | | Unit Unit || | Unit || Unit
| I || | | I | I I |
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Complex Project Example -
Enterprise System Structure

Administrative IT Systems

HR Front-end

Purchased
and built
admin IT

applications

messaging
with Banner
via

OpenEAI

Data Sources

SunGard Banner ERP

— Student, HR, Finance & General Modules
Doc Imaging

HireTouch

Other Admin IT Apps

University Reporting

Department Systems Campus Systems Other applications

SP2715 64



Complex Project Example -
Travel & Expense Management

Multiple units across all campuses
identify a need to improve travel and
expense tracking and reimbursement.

Finance Human Student
Subcommittee Resources Subcommittee
Subcommittee
Cam eds - icago, Springfigfd, Urbanaﬁ.\u‘:mpaign
1 y AN 1 I I I I I
it College s Unit lege Unit Unit
I 1 1 [

Unit ] Unit nit it || Unit [ [{Unit || Un Unit | | Unit Unit || [ Unit || Un
C T L] C 1T [ —
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Complex Project Example -
Travel & Expense Management

| Project Proposal Template — Level 2 ITPC-0258

A P rOJ eCt P ro pOS a I I S To be completed for oll requests that require more than 850 hours of effort or with project budgets greater than
$100,000. Projects requesting $250,000 or more will require incremental AAMT funding or unit contribution to cost
t d d t in excess of that amount.
C rea e a n l I I OveS O 1) Project Name: Travel and Expense Management System
th e F I n a n Ce Campuses affected by project (GC/UIC/UIUC/UIS/UA): All
Date Template Submitted to ITPC: Initial - February 2008

Subcommittee for
reVi eW 2) Sponsor(s)

Name: Phil XXXXXXX Email: XXXX@uillinois.edu
Campus: UIUC Department: Chief Procurement Office (CPO)
Name: Sandy XXXXXXX Email: XXXXX@uillinois.edu
Campus: UIUC Department: University Payables
Flnanc_e Name: Jim XXXXXX Email: XXXXX@ uillinois.edu
Subcommittee Campus: UIUC Department: University Payables

3) Project Description
a) What is the business need to be addressed by this project?

At the request of many university departments including OBFS, this project proposal is for
the purchase and implementation of a Travel and Expense Management (T&EM) system at
University of lllinois. A T&EM is a management tool that facilitates the entry, accumulation,
processing and management of travel, entertainment, employee reimbursement,
miscellaneous invoice payments and reconciliation of expenses.

Automation of reimbursement and associated processes is a critical business practice for
large organizations and universities. The ability to service employees via the web and allow
them to complete expense reimbursement requests on-line is a cost effective means to

1 1/2/ 1 5 service a distributed user pool and multi-campus university. Likewise, it is im ant to
meet the needs of college/department units and payables staff to organize a anage
reimbursement information.



Complex Project Example -
Travel & Expense Management

Due to the size/scope of the proposal, the project will
need to go through all levels of review.

Possible % of Max
Rating Points Rating Rating
Probability of success
Institutional commitment 15.00 15 100.00%
Institutional readiness 5.00 10 50.00% 90.0%
Realistic implementation timeframe 15.00 15 100.00%
Technology/Vendor maturity 10.00 10 100.00%
Probability of success subtotal 45.00 50 90.00%
Business/Strategic Value 85.0%
Number of affected customers 20.00 20 100.00%
Financial return 7.50 15 50.00%
Service improvement 15.00 15 100.00% 100%
Business/Strategic Value Subtotal 42.50 50 85.00%
| Benefits Year 1 Year 2 Year 3 Year 4
Total Project Costs $728,399| $222,798| §222.800| $122,800 Total Central Other  Recurring
Total Project Benefits $300,317| $795634| $1,290,951| $1,996,268| $1 Budget ITPC Funds Funding Budget
y 4 $1,034,500 § 579.600 $454.800  $60,000
Project Net Benefits (3428.082)| $572,835| $1,068,151| $1,873468| §1.873468 Effort Summary
Cumulative Return (5228.002)| 5144753 $1.212.004 53.086,372] 4,959,
Duration Project Project
PROpact Hat Aniisl Reten Effort (hrs) (months)  Start  Finish
7,588 12-18 mos. TBD TBD
35.000 OProject Net Benefits Effort Breakdown m- "-l
—_ $4,000 @Cumulstive Return
-5_ $3,000 Total Functional IT Vendor
E $2.000 7,588 R%isoo R53|310 1,778
5 $1,000 ck after after
$0 Year 2 Year ‘ear 5

(81.000) 11 15% 103% 349%

1 1/2/ 1 5 Year 1 Year 2 Year3 Year 4 Year5 6 7




Complex Project Example -
Travel & Expense Management

The proposal goes through a series of decision
points — Finance Subcommittee Review

Governance Model for Administrative IT at the University of lllinois _g
The Finance
Resource

S u bco mm ittee (Mw Management Team S }

Provosts / Vice Presidents — Fund / Empower Process

approves the I'i)J Annual Review of Large Strategic Projects
project to proceed -0

. w
to cross-functional = : . _

. L - nfo!'m?t_lon Techn-ology — Y Resource
review for a : (. Inl?t'zls“-;\:::e Priorities Comlee - Pools }
recommendation Sudent atars  IMastructure Resources D
for approval/ $
denial and :

ITPC Cross-functional Group
Review Projects / Recommend Prioritization of Projects

prioritization

we-- FOCUS ----

Student
Subcommittee

Resource
Pools
_AR.

11/2/15 o=

Finance Human
Subcommittee Resources
Subcommittee




Complex Project Example -
Travel & Expense Management

The proposal goes through a series of decision
points — Cross-functional Group Review

The Cross-
functional group
approves the
project to proceed
to ITPC review for
a recommendation
for approval/
denial and also
provides a
prioritization
recommendation.

11/2/15

Governance Model for Administrative IT at the University of lllinois _g

. . . Resource
cademic Affairs Management Team Pools
Provosts / Vice Presidents — Fund / Empower Process

Annual Review of Large Strategic Projects

N

Information Technology

. .. . Finance — Resource
i Business Priorities Committeg ~~—" Pools
H Intelligence ‘A Human
i Infrastruct ire Resources 2 N
'
]
H
H

ENTERPRISE

Student Affairs
System:

Multi
topic -

ITPC Cross-functional Group
Review Projects / Recommend Prioritization of Projects

N

Finance Human Student
Subcommittee Resources Subcommittee

Subcommittee
Resource
Pools }
_A.




Complex Project Example -
Travel & Expense Management

Cross-functional
Group provides its
recommendation

In this case, the group
recommends
approval and also
recommends it
highly compared to
the other proposals
being reviewed

11/2/15

ITPC Cross-functional Group Recommendation to ITPC
April 1, 2009

per

|Projects
ITPC-0306 Enroliment Management System (EMS) Yes
Implementation
ITPC-0258 Travel and Expense Management System Yes
ITPC-0295 Content Management System (WCMS), Phase 1| No
Selection, Purchase, and Implementation
ITPC Funding Today - As Is
FY 09 | | FY 10 |
$0.42
$ - Millions
$0.00 $0.50 $1.00 $1.50 $2.00 $2.50 $3.00
WFY09 Committed WFYDS Avallable CFY10 Commited CFYI0 Avallasle
ITPC Funding - Approve All Projects
FY 09 [ FY 10 |
$1.50
$ - Millions
$0.00 $0.50 $1.00 $1.50 $2.00 $2.50 $3.00
BFY09 Committed BFYOS Available QFY10 Committed DFYI0 Available

Mission Critical Cross-functional

Subcommittee?  Prioritization

Cumulative
Total Hours
Across

Total Hours Projects

Group

ITPC Funding
AITS Hours  Requested

ib 9,034 9,034 6,09 $ 775,487
1a 7,588 16,622 860 $ 579,600
3 6,915 14,503 1663 $ 150,700

23,537 14,503 8,619 $ 1,505,787

AITS Project Backlog Today - As Is

I FY 09 [ FY 10
- - N
Hours (Thousands)
0.0 20.0 40.0 60.0 80.0 100.0
DFY10 Avallable

AITS Project Backlog - Approve All Projects

I FY 09 [ FY 10
- - i
Hours (Thousands)
0.0 20.0 40.0 60.0 80.0 100.0
EFY0S Committed OFY10 Committed CIFY10 Avalable
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Complex Project Example -
Travel & Expense Management

The proposal goes through a series of decision
points — ITPC Review

Governance Model for Administrative IT at the University of lllinois g
The ITPC approves
the proposa' and | mmrs Management Team Resource

Provosts / Vice Presidents — Fund / Empower Process
p ri O ritizes it fo r Annual Review of Large Strategic Projects
final review by

AAMT.

Information Technolog F_nancé
a . o . ]
i e T Priorities Committeg
E Intelligence - Human
: = Student Affairs Infrastruct ire Resources
System:
]
H
H
i
| «
' Finance Human Student
Subcommittee Resources Subcommittee

]

E Subcommittee

E - Resource
E Pools
1]

a T L P

ENTERPRISE

Multi
topic -

ITPC Cross-functional Group
Review Projects / Recommend Prioritization of Projects

11/2/15



Complex Project Example -
Travel & Expense Management
The proposal goes through a series of decision

points — AAMT Review
» This is an annual request for project review and
funding
» |TPC requests approval for all projects and also
an additional $500K for administrative IT
projects for the next fiscal year

Governance Model for Administrative IT at the University of lllinois

4 . - Resource
cademic Affairs Management Team Pools
Provosts / Vice Presidents — Fund / Empower Process

Annual Review of Large Strategic Projects
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Complex Project Example -
Travel & Expense Management

AAMT Decisions
= Approval of Travel & Expense Management System
= Approval of Enrollment Management Suite
= Denial of Web Content Management System
= Denial of additional incremental $500K for next FY

Requested ITPC Funding for FY10

ITPC

Recommendation

ITPC w/ Existing

Recommedation Funding
ITPC Funded Items:

Mandatory Project: FY10 component of ITPC-0300 Banner 8.1 Upgrade S 71,774 S 71,774
Mandatory: Expected FY10 Upgrades/Regulatory Mandated Projects ) 313,286 $S 313,286
ITPC-0258 Travel and Expense Management System ) 579,600 S 463,680
ITPC-0306 Enrollment Management Suite (EMS) Implementation ) 775,487 S 620,330

ITPC-0295 Web Content Management System (WCMS) ) 150,700 $ -
Other Project Funding for Small Operational Projects S 109,153 S 30,870

1 1‘/2/ 15 Total FY 2010 Funding Request for ITPC Projects S 2,000,000 $ 1,500,0007 3



Complex Project Example -
Travel & Expense Management

Final approval of project moves the project into the
portfolio management process

: /’J W

g Monitor &
\N’
 collect 7

11/2/15
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Complex Project Example -
Travel & Expense Management

Schedule based on priority and resource capacity

ITPC Rankings of projects for scheduling
Projects for Review by ITPC - August 26, 2009

Purchase, and Implementation

ITPC-0295 Content Management System (WCMS), Phase Il Selecticn,

Suggested

Ranking
Total from XFG -

ITPC Functional Project Approx. August

Project Name Area Hours Start 2009
Human

ITPC-0269 Academic NOA Rewrite Implementation Resources Q2 FY10 1
ITPC-0306 Enroliment Management System (EMS) Implementation Student Q3 FY10 2
ITPC-0297 Web App Modifications (Summary; Agreement) Student Q2 FY10 3
ITPC-0213 Financial Aid Empleyment Earnings Load Modifications Student Q3 FY10 4
ITPC-0155 USFSCO: Direct Deposit Enrollment Page Finance Q2 FY10 5

35.0

ITPC-0278 GCO: Total Employee Work Load — Cost Sha

ITPC-0194 Password Sync NetID Project

ITPC-0206 Contractor’s Annual Prequalification Syster

ITPC-0304 Web App Cell Phone & Address copy

30.0

ITPC-0210 Employee/Jobs Mass Changes Web Applica

ITPC-0268 Implementation of Payroll Calculator for "W

ITPC-0284 Codebook Data in the Data Warehouse

11/2/15

25.0

20.0

15.0

10.0

5.0

0.0

FTE A®

l Approximate Augmented Project Capacity - 30.6 FTE (includes backfill) |

S O O
7z ’ ’N IN '» ’N s 7 ’ ’ ’ IN 7 ’ s ’ ’ 'N
N v))% ‘,Q,Q oé' \\6\ QQ,(‘ \,b(\ er @é vﬁ‘ @fb* N \& v})% "Q,Q oé' e& 000

Approximate Base Project Capacity - 20.6 FTE (does NOT include backfill)

Y

N

Y Y Y
¢ & é“"

YQ @’5\ \00
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Complex Project Example -
Travel & Expense Management

Execute utilizing standards for project management
and system implementation; monitor and control

AITS - Project Management Life Cycle — Software Development Projects
Project Management Life Cycle
1 Project | 2 Project | 3 Project 4 Project Execution and Control
Origination | Initiation Planning 5 Project Closeout
| Software Development Life Cycle |
10rigination | 2initiation | 3.0Planning | 4.1 Analysis 4.2 Design | saresting asTraining | 46 saclose | S2Post

T teneae] PMO Review: PMO Review

- Project Review

* ProjeccAgpeo PMLC Review Project Reviewers = Lessons Leamed Collection = Project Satisfaction Survey Completion = Post Implementation Survey Completion

Project Creatig)

Proeity Settin

e PHO Projoct Revier I

Filter | [--Select--] |

Previous Next Project Overall
Current  Current Review PMO Review Project Review Budget Schedule Barrier Project
Projects Manager Baseline Start  Start Finish  Project? Reviewer Date Updated? Date Status  Status Status Status As Of Status Comment

ITPC-0230 FABWEB 12/10/07 12/10/07 1/10/11 & 8/9/10 V4 9/3/10 0 ° o @ 8/2/10 8/2/10-Transfers testing expected to be completed
Enhancements Surplus/Disposal coding continues AITS message ol
expected 8/27. 7/16/10-Working on testing transfe
being coded right now, will be completed by Sept 1
on track to meet our original go-live date!! 6/1/10-
database pointed back to BANQA, we will then test
surplus/disposal requirements. coding to follow. 4/
few production bug both BIS/AITS at the moment.
on transfers and also work on Surplus/Disposal. Wi
transfers coding.
I—

ITPC-0258 Travel and 6/1/09 12/31/11 & 6/29/10 J 7/27/10 @ o o o 8/31/10 08/31/2010 (tg) Fully configured environment due
Expense Management after Infor internal QA. Interim drop expected with
System configuration on S.6 but the 9.24 drop will include

modifications. UOI work continues on Integration d

II ;l ‘ : ‘;I [y development, reporting, etc.




ITG Organization —
It all doesn’t have to be one big process

11/2/15




ITG Organization —
It may be several processes

®u
~ \ 00
O O

ITG

o
VU
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ITG Organization —
Communication & interacting as needed

W

® L
00

QU
00
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ITG Organization —
What s not workable is no process or chaos

11/2/15 80



ITG Maturity Levels

RV N\ e B S » Management processes are not applied at all
Level 1 - Initial e Processes are ad hoc and disorganized
Fal/E il ERsER el (s e Processes follow a regular pattern
Level 3 — Defined e Processes are documented and communicated
Level 4 - Managed e Processes are monitored and measured

LSl @il el e Best practices are followed and automated

http://www.itgi.org
11/2/15 81




Some Tips and Lessons Learned on ITG

Participants

= Do you have the right peopleinvolved at the right
levels? Do these people have theright background
and information to make thoughtful decisions?

* The leader(s) of the process and components need
to have a vested interestin the success of the
process or else results will be substandard.

" Must have a dedicated resourceto manage the day
to day operations and overall coordination of the
process.
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Some Tips and Lessons Learned on ITG

Process

" Focus more time evaluating the businessissues and
less time on the technology.

" Be prepared to make hard decisions and work within
the constraints of your resources.

* Push down smaller decisions for efficiency and let
executives focus on the projects with high costs and
impact.

= Actively align towards the business strategies of the
institution—this won’ t happen on its own.
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Some Tips and Lessons Learned on ITG

Process

= Know resource capacity and demand in orderto
provide a context for making decisions. Don’ t
forget to account for non-discretionary projects
(upgrades) and incremental maintenance growth
levels as these take away capacity for discretionary
projects.

= Periodically revaluate the process and adjust as
necessary.
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Group Interactive Activity

Designing IT Governance

11/2/15



ITG Components —
Building Blocks for Model

= Purpose and Scope: What is it that needs to be
governed? What are your institutional priorities?
= Participants: Who should participate? Who should

% advise and who should make decisions? What are the
key roles to identify? How are they interconnected?

o " Decision-making: What decisions are made at the
” different levels/groups? What resources will be
allocated via the process?

= Structure: What are the layers to the governance
6;8 structure? How are they interconnected?

= Communication and Coordination: Who will work behind
J“ the scenes to facilitate the process?
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Group Activity 2 — DESIGN ITG

Design an IT Governance model for your institution.
Answer key questions at the right level of complexity
to meet your needs:

= What doyou wantto govern?

= Who should beinvolved?

* What and where will decisions occurin the ITG process?
What resources will be allocated via the process?

= How is the process/group(s) structured?
= How will you manage the ITG process?
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Build an IT Governance Model
Group Interactive Activities

= Walk through defining the components for an
ITG structure you are interested in building (15
minutes)

= Work with colleagues to discuss your

experiences, challenges, and successes with ITG
(15 minutes)
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Group Activity Wrap-up

Discussion and Q&A
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15 MINUTE BREAK

2:15 — 2:30 pm

11/2/15



Implementing Portfolio and

Project Management

11/2/15



Topics

" Brief overview of portfolio management
" Implementing / improving a PPMO, a step
by step guide

* Define work | Manage portfolio | Introduce
project management | Establish systems and
tools

= Exercise
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Portfolio management

" A portfolio is a collection of projects that is
grouped together to facilitate effective
management of that work in order to meet
strategic business objectives.

= Main activities for a portfolio manager/ or
portfolio management office
= Facilitating project selection and prioritization
» Schedulingand resource management
" Monitoringand controlling the portfolio
" Providing project managementstandards and guidance

11/2/15 93



How it can help

" Provides clear set of @
priorities for approved
‘g. Monitor &

projects Execute
" Provides a manageable *

Control
workload for project ’)

resources
" Answers the questions: Schedule

What are we working on +project management

and are they the right center of excellence

things?

SP2715 94



Portfolio management goals

mprove Facilitate governanc
performance
Improve |
performance, Center of ig:;(;rrli?eusmca
Facilitate ITG

excellence for

provide suppo
PM

Monitor and RESelE
Report on management
performance control i Manage
portfolio expectation

Manage scheduling justify staffin

performance ..
Manage

workload;
schedule wo

v

95
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Models for portfolio and project

management —
All PPMQO’s require a

portfolio manager to
do these things.
e Some variation exists
excellence in how this is staffed
for PM and tasks

. C MEREREE
" Variations exist in the and
Monitor

s amount of control exercised scheduling
slelgiiel over projects and how PM
roles are staffed

11/2/15 96



Variations

Center of
excellence for Facilitate ITG
PM

Resource
management
and
scheduling

Monitor and
control
portfolio

11/2/15

Supportive: Methodology,
standards, projectsrun by
technical leads and analysts

Controlling: Enforces standards,
performs reviews, projects run
by PMs within the PMO and
other folks

Directive: PMs from the PMO
run the projects.

Optional service provider:
Master planner and project
initiation services provided
upon request or as required
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— .

From O to PPM S\, N
§EDED E?Hl:l%\\\
= E0—=— |

= Step by step guide to
implementing PPM

= Work | Portfolio | Projects |
Systems

. E/
N

98
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From O to PPM

Work

e Effort

e Project
inventory

e Ownership
e Time
reporting

11/2/15

Portfolio

e Project
proposaland
approval

e Reporting and
Review

e Scheduling
and
prioritization

Projects

e Select the
PMO model

e Develop
standards

® [ncrease PM
skillset

e Quality
control

Systems

e Collaboration

¢ Portfolio and
project
management

e Time tracking
and reporting

99



Categorize effort

" |dentify all the types
of work done in your
organization

" Define high-level
categories

11/2/15 100



Project Definition

= PMBOK Definition: A temporary endeavor
undertaken to create a unique product, service
or result.
= Definite beginningand end
= (Clear objectives
= Notan ongoing effort
" Producessomething new and unique

= Product, service, or result
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Project Definitions

" Work Requests

= Total budget: < S20K | Hours of effort: < 250
= Projects

= |evell

= Total budget: < S100K | Hours of effort: < 850
" level2

= Total budget: < $250K | Hours of effort: < 5,000
= level3

= Total budget: > $S250K | Hours of effort: > 5,000
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Project Fields B BB

" Projects comein many flavors

" |dentify categories and values that will be used

to stratify data when reported

Mandatory Functional Project Type Goal
Project Area e Analysis e Strategic Initiative
* Yes e Finance + Application Cost Savings

* No * HR Development * Internal Labor Efficiency

e Student °* Enhancement
 BI  Upgrade

Improve Customer Service

» |dentify basic project status data: name, id,
PM, dates, level of effort, status comment, etc.
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Inventory

" After defining a project and the initial set of
fields to be used, conduct the interview

= Gather list of work from each area
» |dentify which are projects

" Then review list with the organization to
identify any missing items
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Assign ownership

= Assign PMs to the identified projects

" |nstitute simple status reporting guidelines and

cycle: Start date, end date, status comment,
etc

" Set expectation from upper management for
reporting on projects
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Time Reporting

= Record effort expended to make assessments
of
= Resource Availability
" Project health
= Scheduling of new work
= Staffinglevels

= Difficult to institute, but worth it.

= Alternative to individual time reporting:
monthly manager estimate of how their staff
spend their time
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Portfolio

Work

e Effort

e Project
inventory

Portfolio Projects Systems

e Collaboration

¢ Portfolio and
project
management

e Time tracking
and reporting

e Project e Select the
proposaland PMO model
approval e Develop

e Reporting and standards

Review e Increase PM
e Scheduling skillset

and e Quality
prioritization control

e Ownership
e Time
reporting
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Project proposal / review

= Work with ITG group to:
= Establish proposal template
= Establish clear process for submitting the proposal

= Establish proposal review groups and regular review
schedules

= Establish criteriaand rules for review and acceptance

= Develop standard reporting package and tools
for each review

"= Determine where to store and how to Examples in

communhnicate results supplemental
materials
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Reporting

= Set up regular reporting cycles early on
= Show value quickly
" Enhanceitas you go

" Enforces conformance to status reporting
guidelines

=  Wide distribution
= Will be simple at first

=  Set expectation that this is the system of record

Examples in
supplemental materials

" Standing agenda item
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Portfolio

Simple reports at first

Project ID | Project Level of Anticipate Status
manager | effort (low, | Started | d End comment
medium, Date
high)

Project IDand | Approval Priority Description | Anticipated
name Date start date
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Prioritization / scheduling

= Work with ITG to establish prioritization process
= Qccursregularly for all non-started, approved projects
= Survey method works well
= Discuss and adjust results at meeting

= Communicate priorities to resource managers

= Establish regular review cycle with resource
managers for reviewing priorities and scheduling
projects

" Establish tools and reports for recording and

communicating schedule information Examplesin
supplemental

materials
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Portfolio Projects Systems

Projects

Work

e Effort

e Project
inventory

® Project e Select the e Collaboration
proposal and PMO model e Portfolio and
approval e Develop project

e Reporting standards management

and Review * Increase PM e Time tracking
e Scheduling skillset and

and e Quality reporting
prioritization control

e Ownership
* Time
reporting
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Select the PMO model

= Supportive: Methodology,
standards, projects run by
technical leads and analysts

Center of
excellence Facilitate ITG

for PM Controlling: Enforces
— standards, performs reviews,

portiolio f§ - p8d. projects run by PMs within
the PMO and other folks

Directive: PMs from the PMO
run the projects.
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Factors

= Staffing options: dedicated staff, virtual team,
part time staff

= Executive support
" Culture

" Evaluate organizational pain points—major
failed project, chaotic portfolio, overwhelmed
staff, or lots of projects with nothing complete

" |dentify starting state and end state
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Develop standards

" Bestif designed by the group

" The lighter the better; provide options for
complexity

" Use PMI or another organization as a starting
point
= PM methodologies are pretty much the same,

don’t sweat the changes or pursue an ideal—let
the group own it.

" The important part is the process of developing
it as a group
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Standards: PM Toolkit

Project Management Toolkit

This site outlines a shared project management methodology for the central IT organizations of the

Recommended project artifacts by phase

The following artifacts are recommended or required for each project management phase.

Project phase

Originating

Initiating

Planning

Required

Project proposal: A project proposal includes: description of the
work, business case, alternatives considered, impact of not doing the
work, initial estimate of resources and schedule, and strategic

match. A project proposal starter template is available on this site.

Project charter: The project charter acts to define a number of key
project elements including a project description, scope definition,
and role/responsibility definition. A project charter starter template is
available on this site.

Communication plan: The Project Communication plan is created
by the project team early in project to indicate their agreement on
how the team will communicate important information during the
project - status, meetings, issues, deliverables access, and design/
document reviews. It is recommended that this plan is completed
early enough to be included for review at the Project Kick-off
Meeting. A starter communication plan is available on this site.

WBS and project schedule: A Work Breakdown Structure, or
WBS, is a hierarchical organization of high level activities that must

he done {0 comnlate the wark of the nrojiect  _The nrojiect echodile

Highly recommended

Kickoff presentation: A PowerPoint
presentation that can be used to review the
main sections of the project charter and
communication plan during the kickoff
meeting. Astarter kickoff presentation
template is available.

Team roles description: A description of
typical roles on a project team that can be
customized for a specific project. A sample
role description document is available.

Project stakeholder analysis worksheet:

A worksheet to be used by the project
manager fo ensure all important
stakeholders as assessed prior to
completing the communication plan. This
document should not be distributed. A
worksheet is available on this site.

High level requirements: Please consult
with your PM Lead or PMO for your

oarnanization's reanirements document

w

to

gy

to
ee

11/2/15

Portfolio & Project Management Office

Project Management Toolkit

Origination

Initiation

Planning

Executing, Monitoring, and Controlling

Closing

Recommended project artifacts by phase

Project definition recommendations

Program Management Toolkit

Contact Us

Examples in
supplemental
materials
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Standards: SDLC

AITS - Project Management Life Cycle — Software Development Projects

1 Project 2 Project 3 Project
Origination Initiation Planning

| Software Development Life Cycle |

1 Origination | 2 Initiation | 3.0 Planning

- ITPC Template -Discovery - Project Plan in - Business Rules - DWG Design - Technical Design - Technical Design Review - Training Environment - Application - Post Deployment - Post Project
- Project Review meetings Clarity - DWG Design Collaboration | Collsboration Review - QA Master Test Plan - Artifact Staging Deployment Checklist Review Survey
- Project Approval -stakeholder (wBS, Resources, - Application Design - Style Guides - QA Master Test - Training Plan - Training Security Setup - Artifact Staging - Environment Review
- Project Creation analysis Estimates, and - Integration Design - Service Guides  Plan - Hardware / Software Order - Customer Training - Dress Rehearsal and Cleznup
- Priority Setting - Communication Schedule) - Conversion Strategy -Technical - Training Plan Communicate -Communicate - Change Control - Stakeholder
-Project scheduling | plan - Project planning - EAC Review Design - Hardware / ~Monitor and Control -Monitor, Control, and - Event Notice Satisfaction Survey
- Project Charter meetings with - Security Review - EAC Review Software Order - Manage Change Requests Manage Change - System Deployment - Post Project Review
- Project Kick Off team - Application Design Review | - security Communicate - IITAA Checklist - Production Readiness | - Final Project
-Communication -PMO / SMT Sign- - Training Strategy Review -Monitor and Control Test Documentation Review
activities off - Testing Strategy -Sensitive Data - Manage Change - Go / No Go Decision - short Term Post
-Final project plan ~ Communicate Usage Form Requests - Communicate Project Support
review and -Monitor, Control, and -Monitor, Control, and | - Production Support
approval withteam | Manage Change Manage Change
-Baseline project
- Deployment Plan
- EAC Review - User Guides / Help Materials
- Development - Communicate
- System Test Plan =monitor and Control
- Functional Test Manage Change Requests
- QA Test Cases / scripts - Hardware / Software
- QA Functional Test Installztion
- Performance Test Plan - Infrastructure Deployment
- performance Test - Development / Unit Test Cycle
- Security scans - show and Tell
- Customer Test Plan - DWG Desij
- Alpha Test - Code Review
- Training Materials - Defect Management

Participants | Participants | Participants

- AAMT - AFM - Analyst - Analyst - Analyst - Operations - Analyst - Analyst - Analyst - Customer
- ADSD Managers - Analyst - Architacture - Architecture - Architecture - Project Manager - Customer - Customer - Architecture -PMO
- Architecture - Architecture - Customer - Customer - Customer - Project Sponsor - Deployment - Deployment - Customer - Project
- COE Managers - Customer - Deployment - Deployment - Deployment - Quality Assurance - Development - Development - Deployment Manager
-EAC - - - - Development - Security - Project Manager - Operations - Development - Project Spansor
-ITPC - -0 i -D Working - Development Working Group - Training Team - security - Project Manager - Operations
-ITPC - Operations -PMO Group - Project Sponsor -PMO
Subcommittess -PMO - Project Manager - Operations - Quality Assurance - Project Manager
-PMO - Project Manager | - Project Sponsor - Project Manager - security - Project Sponsor
- Project Sponsor - Project Sponsor - Quality Assurance | - Project sponsor - project Team
-sMT - Quality - Security - Quality Assurance - Quality Assurance
- UA Technology Assurance -SMT - Security - Security
Organizations - Security - Technical Lead - Training Team
- UA Technology
orgs
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Build the PMO

" Like minded folks maintain and use the methods
= Offer training and professional development
= Define PM responsibilities
» Consulting/planning services for projects
= Actively build culture
" Staffing:
= Select folks with discipline over personality

» Build/grow PMs where possible
"= Don’tbe bamboozled by PMI-speak or PMP credentials
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Increase PM Skillset

" Training

" Coaching

= Reviews

" Audits and close supervision

" Culture

" Job aids and checklists

" Don’t overwhelm folks

= Talking points for hard conversations

" Core people invested
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Quality control

= PMO Reviews

" Checklists

" Focuson one area at a time

" Enlist PMs to serve as Quality Control person

= Make sure folks are aware of how the data is
used and how important it is

= Audits
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Project review Checklists

PMO Project Review and Clarity Guidelines

Types of Projects
Projects are requested as an ITPC, AITS or PPMO project.
ITPC--typically initiated by a customer and provides a product or service directly to the customer.

AITS internal--typically initiated within AITS, provides improvements to our infrastructure in support of our services

PMO Reviewer Full Checklist
Tab/Page Clarity Field/Process
Project Summary Page 5 gtart Date

the customer.

ITPC and AITS can be any of these types:

. . § Z . Project Summary Page T
e Analysis: Projects that require a large amount of analysis before a project can be requested. O Finish Date
2 < LI Project SummaryPage 5 prooress
* Application Development: Creation of a new application in house. - g
Project Summary Page 5 Requested Implementation Date

Enhancement: Projects that increase functionality to existing software. fnéit requiret for-Analysis.and Malienance iojecks)

e Integration and Interfaces: These are new feeds to Banner that are small in nature with a large impact. Project Summary Page

(n]

Current Implementation Date
e Maintenance: These are projects that are used for tracking time for ongoing maintenance on high profile (not required for Analysis and Maintenance Projects)
Project Summary Page Stage

[u]

applications.
e Upgrades: Any upgrade to an in-house application or vended application is categorized as an upgrade projed FrojectSummaryPage o pocument Location

3 : £ w, i : - 5 : ‘Optional,
e Business Intelligence/Reporting: Decision Support projects for creating reports or a business intelligence " (o )
Project Summary Page O AsOf Date
solution for users.

Project Summary Page O Status Comment
Make sure the status comment is professional with
complete sentences.

Proiect Review Requirements Team Tab O All generic roles have been replaced or removed

Task Tab : :
All Projects are required to have the following fields or processes: TackTab Open tasks do not have a finish date in the past
as! a

e Must follow PMLC O Tasks with start dates in the past but that have not actually
started can still be completed on time.

e Vended Application: Installation of a software product that is produced and supported by a vendor.

[n]

e Must be Baselined Task Tab

i O Tasks that are complete must be marked closed, ETC's set
¢ Performance Indicators set and updated to zero, 100% complete, and Open for Time Entry is
® Lessons learned surveys — unless approval for no survey by Cynthia or Kelly unchecked
e Must have a project charter and a communication plan. These are to be uploaded on the PMO Reviewer pa Task Tab O ETCs and resource assignments have been updated for

under General. remaining work on tasks
. et . i . _..] TaskTab 3 D

o Must have tasks following the template for the Initiation, Planning, and Closing WBS structure. Customizatid - - O Tasks that will be starting soon have the correct resources

assigned to them and they are open for time entry

strijetiiva Risks/Issues/Changes o Check with the PM that risks and issues have been logged
) Tab and assigned in Clarity

the Execution section is allowed but must have a good reason as to why it is not following the template

Baseline Page O Ensure that the project has been baselined
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Systems

Work

e Effort

e Project
inventory

e Ownership
e Time
reporting
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Portfolio

e Project
proposaland
approval

e Reporting
and Review

e Scheduling
and
prioritization

Projects

e Select the
PMO model

e Develop
standards

® I[ncrease PM
skillset

e Quality
control

Portfolio

Systems

e Collaboration

e Portfolio and
project
management

e Time tracking
and reporting
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Systems

" The technology thatis used should implement
the processes you have developed.
" Your processes should not be built around the
technology
= Utilizing technology will greatly improve your
ability to keep the data current and get
meaningful reports from the system you use.

= MS Project Server, Clarity, and Planview are
well-rated systems
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System of Record

" |n order to make good decisions, you need to
have good data

" To have good data, you need to have an
authoritative source for you data

" We recommend one system for PPM and
another system for team collaboration
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PPM

= Application that allows project managers to

plan, monitor, and update the project status
over time

" More than a project management tool: rolls up
to a portfolio view:

= CAClarity
" Planview
= MS Project Server

" Must track the items you identified as required
for each project.
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Collaboration System

" The project artifacts are best kept in a place

that allows for easily creating, updating, and
sharing them with the team.

= SharePoint is an excellent choice for this

" Can set up a standard template for projects that
have all the standard PM artifacts. Can be used
to enforce the process.
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Collaboration space

Site Actions ~ i Browse

Documentation Library

Documents
Shared Documents

Meeting Agendas and
Notes

Decision Docs
1AM Public Website
Weekly Sentinel

Functional Team
Working Documents

Project Management

Deliverables
OnelD_OnePassword
Replanning Work

Deliverables - Courion:
Profile Registration /
Password Reset

Deliverables - Courion:
Identity Provisioning

Deliverables - Courion:
Access Auditing &
Compliance Control

Deliverables -
SiteMinder: Access
Management

Templates

Deliverables - Identity
Business Intelligence &
Auditing

Lists

Project Change
Requests

Communication Log
Issues Register

Courion Workflow Issue
Tracking

Decision Log

External Collaboration ~ Requests

AITS Intranet > Active Workspaces = ITPC-0375 Identity and Access Management

The goal of this project is to modernize the Identity and Access Management capabilities of the University, and to reduce the cost and complexity compared to the
current IAM solution. Reducing complexity will allow the University to have a better handle over people information stored in the various systems and improve the

overall security.

Announcements

IAM All Team Meeting - April 4/2/2014 4:52PM

by Pollard, Mark

In case you missed the April all team meeting, here is the presentation. '@] IAM_All_Team_Update-April2014.pdf

All IAM Team Monthly Update - March 3/7/2014 10:35 AM

by Pollard, Mark

In case you missed the March update, attached is the presentation. @ IAM_All_Team_Update-March2014.pptx (Read-Only).pdf

Change to SiteMinder Authentication Page 2/20/2014 3:07 PM

by Pollard, Mark

On Thursday, February 20 starting at 5:00 pm, AITS will be making a minor change to the look of the SiteMinder Authentication
pages. At the bottom of the SiteMinder authentication page, is a 'Powered by CA SiteMinder’logo. We will be removing this. ..

IAM All Team Monthly Update 2/4/2014 9:26 AM

by Pollard, Mark

Don't forget Wednesday, February 5, 2014 we have our IAM All Team
Monthly Update. This monthly meeting is an all team update for the IAM
project in order to promote cross functional communication amonyg the
IAM implementation teams and to provide consistent...

1AM All Team Meeting Qand A U 11/19/2013 11:14 AM

by Pollard, Mark

After the IAM All Team meeting on November 6, there were several questions sent in. This document has the list of questions and
their assodated answers. If you have additional questions, please send them to your Team Lead or Mark Pollard.

(More Announcements...)

Links

[ urL

Cobb, Cynthia ~

Project Change Requests

Risk Register

Communication Log

1AM Public Site

Issues List

Requirements Tracking

Workflow Issue Tracking for Courion

Decision Log --- ALL

Completed decisions

Decisions in progress

Decisions - New or Not Started

4 Add new link

Meeting Agendas and Notes

E Type

Py PRRPRR

2

Title

Team Leads
Implementation Team
Technical Team
Functional Team

Project Leadership Weekly
Meetings

Replanning meetings

Special Topics and Cross
Team Meetings

IAM Recurring Meetings
Overview
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Collaboration space

Notes
BIS Intranet ~ Admin Services  Collab Sites Search this site... pel (7]
Documents : : c
Project Summary Standard Meeting Information
Project Documents - - -
! i Standard university financial reports are created on a monthly basis. These reports are made ~ Microsoft Lync information:

Meeting Information : : : i

ayallat?le for college and departmgnt busnn_e_ss offices ac_ross all campuses tp n_wmtt_ar ToadiE Slick R down oW e 1o the

financial resources, make expenditure decisions and affirm accuracy of their financial Standard Meeting Information title. Select
Collaboration Ttems records. Academic units often manually distribute subsets of their respective unitreportsto  Medify Shared Web Part, make edits and

their respective faculty members, principal investigators (Pls), and other staff for the giek ofc bosomright afthe sersan):

L oe Eeninee purpose of making balance information available to allow for future spending decisions and

Time Entry Links

Milestones to confirm that expenditures are appropriately and accurately recorded. Because this
Future Enhancements distribution process can be labor intensive for business offices and inconvenient to use for @ Enter Time in Clarity
Audit Checklist downstream report recipients, the goal of this project is to simplify this entire distribution o Enter Time in Positive Time Reporting
Proract Ao T process to make ease of use and ease of access for all information-consumers a priority and o Enter Time in AVSL
FOIECE R0 STBmS to reduce the amount of time a business unit office needs to spend on the distribution a TEM System
Defects (Bug Tracker) process.
d¢ Add new link
2 : Key Deliverables (click here for all project documents)
Discussions
Team Discussion Type Name Version Status Admin Links
TG;Leagtea gg\ilt:ms to show in this view of the "Project Documents™ document library. To create a new item, dick New” or @ Production Bug Tracker
@ Recycle Bin o Project Management - Team Site
@ All Site Content Milsstonas o Lessons Learned Database
Title Status Milestone Date 4 Add new link

There are no items to show in this view of the "Milestones™ list. To create a new item, dick New™ above.

= Add new item

Audit Checklist - Items in Process (click here for full list)

Document Name Status Assigned to Role Assignment

There are no items to show in this view of the "Audit Checklist™ list. To create a new item, dick New” above.
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Group Interactive Activity:

Design your PMO and plan next steps
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Design your PMO

PMO Design Worksheet

This is required

Please select options listed, include notes or customizations where needed

Center of
excellence
for PM

Facilitate ITG

Resource Scheduling and resource Scheduling and
management and management performed by | resource Monitor and Resource
scheduling committee of resource management management
g
managers done centrally by control and
PMO rtfoli :
| Project status reporting Project health Stage gate processes PO eielle SChedU“ng
monitoring and active management
of portfolio
Recommended Project managers | PMO trained project PI
for project methodology and tools. run projects managers run projects | m
management using required using required projects using
methodology methodology and tools. | standard
and tools. PMO provides reviews | methodology and
tools.

Optional service
model

Planning, initiating, closing, and lessons learned services provided by central PMO upon request.
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Plan your implementation

®)

PPM Implementation Planning Worksheet 6
Yy

Applicable? Activity Actions/Barriers t
Y/N O
Work: Categorize effort ol

Work: Define what qualifies as a project

Work: Identify project attributes

Work: Inventory projects

Work: Assign ownership / project
managers for projects

Work: Institute and roll out time
reporting processes/tools

Portfolio: Establish proposal template

Portfolio: Establish submission process

Portfolio: Establish review process and
schedules
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Governance, Portfolio and Project
Management (GPPM)

In order to be most successful,
vou need all of the pieces. @

a Monitor &

Execute ~ L et
"— jontrol

£ ; °°'::t |
= |T Governance
Schedule

" Portfolio Management
= Project Management

+project management
center of excellence
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Questions and Discussion
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EDUCAUSE

ANNUAL CONFERENCE 2018
Thank you for participating

In today’s session.

We’'re very interested in your feedback. Please take a minute to fill out the session
evaluation found within the conference mobile app, or the online agenda.
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