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Preparing the Project Management plan

The workbook for preparation of the Project Management Plan is built around helping the project manager and the project team to use the Project Management Plan in support of successful projects. Please refer to it while developing this PMP for your project.

About This Document  
Project Oversight Process Memorandum – DoIT, July 2007
“Project management plan” is a formal document approved by the executive sponsor and the Department and developed in the plan phase used to manage project execution, control, and project close.  

The primary uses of the project plan are to document planning assumptions and decisions, facilitate communication among stakeholders, and documents approved scope, cost and schedule baselines.  

A project plan includes at least other plans for issue escalation, change control, communications, deliverable review and acceptance, staff acquisition, and risk management. 

“Project manager” means a qualified person from the lead agency responsible for all aspects of the project over the entire project management lifecycle (initiate, plan, execute, control, close).  The project manager must be familiar with project scope and objectives, as well as effectively coordinate the activities of the team.  In addition, the project manager is responsible for developing the project plan and project schedule with the project team to ensure timely completion of the project.  The project manager interfaces with all areas affected by the project including end users, distributors, and vendors.  The project manager ensures adherence to the best practices and standards of the Department. 

Project product” means the final project deliverables as defined in the project plan meeting all agreed and approved acceptance criteria. 

“Product development life cycle” is a series of sequential, non-overlapping phases comprised of iterative disciplines such as requirements, analysis and design, implementation, test and deployment implemented to build a product or develop a service. 
1.0 Project Overview 

The Project Overview sets the stage for the details of the project and begins the “story” of the project and plan.  

1.1 Executive Summary- rationale for the Project 

The Data Management Bureau current traffic monitoring database systems is used to store, validate and report data collected by the NMDOT and local Metropolitan Planning Organizations MPO’s.  This program was developed decades ago and is in need of replacement as the program is designed for systems no longer supported by the manufacturer or NMDOT Information Technologies.  It also poses significant productivity issues for NMDOT staff as the system is outdated and requires obsolete operational systems and hardware.  Staff is unable to process annual data in a timely manner. Additionally, when staff needs to update an incorrect traffic count, they must use DOS coding to remove the incorrect traffic count. The program, at times, does not recognize the DOS commands and does not remove the count.  This results in erroneous counts that must be removed during the annual reporting process. Given the obsolescence and on-going productivity impacts, this replacement is required to meet FHWA reporting requirements and NMDOT requirements. 

This new program will utilize a centralized relational database of traffic data that will be updated by staff weekly for short duration counts and daily for continuous count stations.  Using a centralized database will allow traffic monitoring staff the ability to provide ad-hoc reporting via a web interface and improved reporting cycles as the data will be more accessible to the end user.  The new traffic monitoring database system will also generate HPMS-relevant statistics and easily create submittals for the FHWA Travel Monitoring Analysis System (TMAS).
1.2 funding and sources
	Source
	Amount
	Associated restrictions
	Approvers

	FHWA AWP, HSIP
	$ 363,344.76
	N/A
	


1.3 constraints

Constraints are factors that restrict the project by scope, resource, or schedule.  
	Number
	Description

	1.
	Adequate resources

	2.
	State requirements for oversight and project delays

	3.
	Delays in processing contracts and purchasing.


1.4 dependencies

Types include the following and should be associated with each dependency listed.
·  Mandatory dependencies are dependencies that are inherent to the work being done.  

· 
D- Discretionary dependencies are dependencies defined by the project management team.  This may also encompass particular approaches because a specific sequence of activities is preferred, but not mandatory in the project life cycle.

· E-External dependencies are dependencies that involve a relationship between project activities and non-project activities such as purchasing/procurement

	Number
	Description
	Type M,D,E

	1.
	Project Certification Committee approval
	m

	2.
	Contract approvals and purchases
	e

	3.
	Funding for software maintenance
	m

	4.
	Design and infrastructure dependencies
	m

	5.
	Software management.
	m


1.5 ASSUMPTIONS
Assumptions are planning factors that, for planning purposes, will be considered true, real, or certain.  

	Number
	Description

	1.
	Adequate budget will be available

	2.
	Adequate staffing levels

	3.
	Staff will be trained on the use of software

	4.
	Vendor will provide updates

	5.
	Data will be easily converted

	6.
	Software will integrate with other system software and with existing traffic monitoring equipment and interfaces.


1.6   Initial Project Risks Identified

 

Risk 1
	Description - 

Funds will not be readily available to support the project

	Probability Low
	Impact 
  Low

	
	Mitigation Strategy: Allocate funding in excess of projected funding needs as a contingency for additional requirements identified during contract finalization.

	
	Contingency Plan:  If this occurs, NMDOT staff will need to implement solution independently without vendor assistance or guidance 



Risk 2
	Description - 

Staff turnover of key project team members

	Probability Medium
	Impact 
  Low

	
	Mitigation Strategy:  Cross-train project team on key areas and ensure all project processes and documentation are available to the project team in a central repository

	
	Contingency Plan:  If this occurs, project team resources will be adjusted to account for staffing gaps and timing of specific deliverables will be adjusted as required.  



2.0 Project Authority and Organizational Structure

The Project Organization describes the roles and responsibilities of the project team. It also identifies the other organizational groups that are part of the project and graphically depicts the hierarchical configuration of those groups.  It exists to clarify interaction with the project team.

2.1 Stakeholders

List all of the major stakeholders in this project, and state why they have a stake.  . Stakeholders are individuals and organizations that are actively involved in the project, or whose interests may be positively or negatively affected as a result of project execution or project completion.  They may also exert influence over the project and its results.  

	name
	Stake in Project
	Organization
	Title

	Tom Church
	Executive Sponsor
	NMDOT
	Cabinet Secretary

	Tammy Haas
	Overall Program
	NMDOT
	Director Asset Management and Planning Division 

	Yolanda Duran
	Program Administrative Responsibility
	NMDOT
	Data Management Bureau Chief 

	Sean Noonen
	Project Manager
	NMDOT
	Traffic Monitoring Program Staff Manager

	Joann Girard
	IT Project Manager
	NMDOT
	IT PM


2.2 Project Governance Structure

2.2.1 Describe the organizational structure – Org Chart

 SHAPE  \* MERGEFORMAT 



2.2.2 Describe the role and members of the project steering committee
	ROLE
	RESPONSIBILITY
	NAME
	FUNCTIONAL AREA

	Project Sponsor
	Oversight of project
	TAMARA HAAS
	Strategic Planning & Asset management

	CIO
	project certificaton
	eric roybal
	Information Technology

	project manager
	oversight of project deliverables
	Sean Noonen
	traffic monitoring program

	IT Project Manager
	oversight of IT project deliverables
	joann girard
	Information Technology

	user testing
	develop user acceptance testing
	sean noonen, Traffic Monitoring Team
	traffic monitoring program


2.2.3 Organizational Boundaries, interfaces and responsibilities

	Role
	Responsibility

	Project Sponsor
	The point person will be at the highest level of NMDOT.  
Responsibilities include:
· Champion Project

· Consider changes facing the organization and its impacts

· Responsible for finding budget to complete project

· Ultimate project responsibility

	Steering Committee
	Tasked with overall direction and support of the project

· Participate in meetings

· Review and provide comment on documentation provided by project team.

· Review project funding and its sources

	Business Owner/Project Managers
	Person responsible to the participating entities, and who will make decisions related to the operation of the project.

· Problem Solving

· Reviews and accept deliverables
· Participate in changes to project

· Scheduling of meetings

· Diagnose potential problems on project

· Determine roles of IT personnel

· Ultimate project success

· Budget Planning

· Project Schedule

· Training Plans

· Contract Management

· Ensure communications between vendor and project owner.

	Project Team Members
	Staff assigned to Project.

· Define Business needs

· System Administration

· Testing

· Purchasing and processing

· Data integrity

· Data input



	Technical Staff
	Staff assigned to defining infrastructure requirements and providing ongoing project support.

Duties Include:

· System infrastructure Specifications

· Integration of other NMDOT systems

· Data backups

· Storage requirements

· Security

· Systems install and updates 

· Network connectivity

· Provide test/development environments

· System maintenance

· System reporting

· Database tools (reporting)

· Disaster recovery

· Anti-virus protection




2.3 Executive Reporting
The Project Managers will be responsible for creating periodic internal reports for NMDOT stakeholders and will assist in preparing materials for presentation to DoIT and the PCC.  The Project Managers will work in conjunction with the Technical Lead and the vendor to gather data for these reports.

3.0 Scope 

3.1 Project Objectives

3.1.1 Business Objectives

	Number
	Description

	Business Objective 1
	Increased efficiency and productivity through a well-managed Traffic monitoring system 

	business objective 2
	Optimize business process, decreasing number of steps, saving time

	business objective 3
	Lower the cost of government by having a more efficient work activity process tracking

	business objective 4
	Improve reporting capability to executive management

	business objective 5
	Successful integration and implementation of the software which meets the FHWA Data Requirements and agency performance measures.



3.1.2 Technical Objectives

	Number
	Description

	Technical Objective 1
	Software will be implemented.

	tehcnical objective 2
	Archived data will be easily converted and migrated into new system.

	tehcnical objective 3
	NMDOT Staff will be trained in the operation of the new system.

	tehcnical objective 4
	Annual HPMS report will be created using the new system

	Technical Objective 5
	NMDOT will be able to upload data from existing traffic counters to new software.


3.2 Project exclusions
There are no exclusions.
3.3 Critical Success Factors


 
	Number
	Description

	Quality Metric 1
	Project does not exceed budget

	Quality Metric 2
	The project schedule, assigned tasks and milestones are met within the project plan

	Quality Metric 3
	System provides accurate reports

	Quality metric 4
	Successful integration of software

	quality metric 5
	System is secure and stable

	quality metric 6
	Staff is trained and system is operational

	quality metric 7
	Data integrity is maintained


4.0 Project Deliverables and methodology
4.1 Project Management Life Cycle
	Phase
	Summary of Phase
	Key Deliverables

	Initiation
	Two day Project Startup Workshop and Kickoff

Software license & Annual Hosting
	Kickoff Summary Report

Security Protocol Document

	Planning
	Initial design of traffic database
Project Management 
	Initial dbase design schema
Project Management Plan and Schedule

Monthly reports

Meeting minutes, as required

	Implementation 


	Migration of current and historic traffic data into an interim transportation data management system (TDMS). 
System Architecture Recommendations

Customization of MS2 TDMS user interface and reporting tools
System Implementation

Training and On-Site Support

Migration of current and historic traffic data from an interim TDMS into a Production TDMS. 
Export traffic data from production TDMS into NMDOT TIMS database

Conduct backups of data and make available to NMDOT
IV/V
	Pre-migration quality review

Documentation of business decisions and processes

System architecture recommendations document

System Customization and Configuration documentation (Requirements and Design)
Deployment Readiness Report
Training, on-site  and off-site support and tutorial documentation

	Closing
	Final billing/reporting

	Final Report


4.1.1 Project Management Deliverables


Project Deliverables are work products or artifacts that are driven by the project management methodology requirements and standard project management practices regardless of the product requirements of the project.  

4.1.1.1 Communications Plan
	Description
	Defines the messages, communication channels, frequency and target audience of project communications

	Deliverable Acceptance Criteria
	Agreed Communication Plan documented

	Standards for Content and Format 
	Approved Communication Plan Template 

	Quality Review
	Reviewed in meeting between MS2 and NMDOT project management


4.1.1.2 Escalation Plan
	Description
	Method, procedure and process to follow should issues arise that requires escalation

	Deliverable Acceptance Criteria
	Agreed Escalation Plan documented

	Standards for Content and Format 
	Approved Escalation Plan Template 

	Quality Review
	Reviewed in meeting between MS2 and NMDOT project management


4.1.1.3 Timeline Schedule

	Description
	A Timeline Schedule with specific dates for each deliverable within a NMDOT provided template or as agreed upon between MS2 and NMDOT project managers.  

	Deliverable Acceptance Criteria
	Agreed Timeline schedule documented

	Standards for Content and Format 
	Approved Project Plan template



	Quality Review
	NMDOT staff reviewing the draft deliverable and providing comments and suggested revisions on the timeline.  NMDOT comments will be synthesized and compiled into one document by the NM DOT and provided to MS2 and will update the document and provide the updated draft.


4.1.1.4 Project Startup Workshop
	Description
	The Team will conduct an on-site Project Startup Workshop to include a project kickoff meeting. The purpose of the kickoff meeting is to discuss specifics such as project process and planning, detailed schedule, deliverables and other particulars important to project success. The Project Plan, Risk Management Plan, Change Management Plan, and Communication Plan will be finalized and delivered during this phase.

The purpose of the workshop is to present the initial database design of the R&H event tables. The Team will review with NMDOT each data item that will be transferred into the new database model along with any data conversions that will occur during data migration. 

	Deliverable Acceptance Criteria
	Signed off document(s)

	Standards for Content and Format 
	Contractor/NMDOT/DoIT Template(s)

	Quality Review
	NMDOT staff reviewing the draft deliverable and providing comments and suggested revisions.  NMDOT comments will be synthesized and compiled into one document by the NMDOT and provided to Mandli who will update the document and provide the updated draft.


4.1.1.5 Legacy Data Migration
	Description
	The Team will migrate existing traffic data from TIMS and NMDOT’s current traffic database into the interim MS2 TDMS 
The format of the data may be prepared an ORACLE backup of TIMS and the current traffic database 
The business decisions and processes used in the migration will be documented and delivered to NMDOT. Migration scripts used in conjunction with this project will be made available to NMDOT.

	Deliverable Acceptance Criteria
	Data record counts match from origin to destination geodatabases.  NMDOT Staff to perform quality check of data migrated

Migration procedures & decisions documented & approved.

	Standards for Content and Format 
	Geodatabase schema/loading/storage best practices

	Quality Review
	NMDOT staff will conduct user acceptance testing during Testing Phase


4.1.1.5 System Customization and Configuration
	Description
	The Contractor shall implement system customizations to meet NMDOT’s traffic data management requirements.  The Contractor shall follow an iterative system customization process which includes review and brainstorming of potential NMDOT customizations, by module, documenting the customizations to be prototyped, prototype development, review and feedback of the prototype, and refinement based on the documented feedback.  .

	Deliverable Acceptance Criteria
	NMDOT Staff to perform quality check of data migrated and usage of MS2 TDMS interface

	Standards for Content and Format 
	MS2 TDMS System Requirements and Design

	Quality Review
	NMDOT staff will conduct user acceptance testing during Testing Phase


4.1.1.6 System Implementation
	Description
	The Contractor shall hold a pre-installation readiness review with NMDOT to confirm all required hardware, software and traffic elements are in place prior to system implementation into production database.

	Deliverable Acceptance Criteria
	Fully functional MS2 TDMS functioning for NMDOT users.

	Standards for Content and Format 
	Updated TDMS System Requirements and Design documentation
Approved Readiness Review Document

	Quality Review
	NMDOT staff will conduct user acceptance testing during Testing Phase



4.1.1.7 Training 

	Description
	Contractor shall provide on-site training for two (2) separate sessions of two (2) days each during the one hundred and eighty (180) day project implementation period for transitioning to the new TDMS in Procuring Agency’s production environment. 

The hands-on training shall be conducted in a user setting with actual Procuring Agency data and information. The Contractor shall provide training materials and user guides for Procuring Agency review and approval at least 2 weeks prior to training. The documents shall provide the staff with all information required to operate the system after the completion of the project.   Training material shall include a tutorial comprised of Procuring Agency-specific workflows and use cases, along with a PowerPoint presentation.  
Training shall include the following nine (9) key areas:

· Uploading traffic counts

· HPMS reporting
· HSIP reporting
· TMAS reporting

· NBI reporting 
· Data validation reports

· Geospatial data analysis

· Merging Traffic Sections
· Administrative functionality

Training shall include the following key use scenarios:

· Uploading short duration count data and permanent station count data into the Traffic Monitoring Database System

· Demonstrate how to generate required HPMS traffic statistics 
· Demonstrate how to generate required HSIP traffic statistics 
· Demonstrate how to generate monthly TMAS reporting statistics 

· Demonstrate how to generate NBI reporting statistics

· Using the data validation tools to perform a QA/QC of the traffic data and to show the proper method for validating or purging a traffic data error 

· Using the mapping feature to demonstrate how to utilize the geospatial tool to perform traffic data analysis.

	Deliverable Acceptance Criteria
	Completed training of end users and IT, reported in Status Report.

	Standards for Content and Format 
	Training will be held in Classroom and/or online.

	Quality Review
	Training materials will be provided to assist the trainees in retaining the information.


4.1.1.8 Annual Automated Data Transfer
	Description
	Contractor shall provide a data transfer of all 2016 Traffic data statistics into the Procuring Agency’s TIMS database.
Contractor shall provide a monthly backup of traffic data to the Procuring Agency in a mutually agreed format.

	Deliverable Acceptance Criteria
	Data Transfer signed off as complete

	Standards for Content and Format 
	NMDOT system requirements

	Quality Review
	Validation of the system by NMDOT Staff


4.1.1.9 Project Closure

	Description
	To ensure that every detail of the project has been addressed and proper closure is attained. It consists of:

· Project Review Meeting

· Project Archival Activities

· Follow-up activities

	Deliverable Acceptance Criteria
	Execution of Project Review Meeting

	Standards for Content and Format 
	Meetings between MS2 and NMDOT project management and Status Reports



	Quality Review
	Meetings between MS2 and NMDOT project management


4.1.2 Deliverable Approval Authority Designations


Complete the following table to identify the deliverables this project is to produce, and to name the person or persons who have authority to approve each deliverable.  

	Deliverable Number
	Deliverable
	Approvers (Who can approve)
	Date Approved

	All deliverables as noted in Section 4.1.1
	See Section 4.1.1
	Yolanda Duran/Sean Noonen
	


4.1.3 Deliverable Acceptance Procedure


 
The NMDOT will use a project milestone document and the deliverables described in the executed contract.  The NMDOT project managers will sign off on all completed deliverables in the contract.

4.2 PRODUCT LIFE CYCLE 
“During the project management lifecycle, agencies shall select and implement a phase product development lifecycle methodology approved by the Department.” PROJECT OVERSIGHT PROCESS Memorandum 

	Phase
	Summary of Phase
	Key Deliverables

	Initiate
	During initiate, the project manager of the delivery team will kick-off the project, validate the scope, facilitate the logistics and initiate the project plan.
	· Communication Plan

· Escalation Plan

· Project Management Plan Draft
· Timeline Schedule



	Analysis
	The delivery team will conduct the analysis of DOT’s requirements and define the architecture and design of the solution.  The requirements include business, technical, and functional requirements.
	· Project Documentation 

· System Requirement Specification  & Design
· Baseline PMP and Timeline Schedule

	Build & Configuration

	In Build, the delivery team will configure the proposed system.  It includes the installation, development and configuration and testing of components and sub-systems comprising the proposed solution.
	· Software Configuration
· Test Reports

· Live Issues List

	Train
	In this phase, the delivery team will train the Project Managers and select NMDOT staff for the end user training.  
	· Administrative Training Manual
· Agency User Training Manual

	Deploy
	In this phase, the delivery team ports the system from a Test environment to Production environment and conduct the system roll out for successful “Go-Live”
	· Readiness Report 

· Deployment Plan

	Close
	In this phase, the delivery team ensures that every detail of the project has been addressed and proper closure is attained.
	· Project Closure

· Project Review Meeting

· Project Archival Activities

· Follow-up Activities


4.2.1 Technical Strategy


This project will be subdivided into small, more manageable phases, at the end of which the contractor and NMDOT will review the deliverables from one phase before commencing the next.  This allows the Project Team to closely monitor the progress of a project and to ensure the needs and expectations of our customers are met.

More specifically, during the technical implementation of the project, it will be identified in the phases of Analyze, Migrate, Build, and Test. 

The Analyze phase will help ensure that the design put in place for NMDOT that will scale appropriately to meet their long term needs. A thorough analysis of infrastructure, business requirements, and functional requirements is done. Based on the analysis, the contractor defines the technical requirements and design specifications of the work to be completed.

The Migrate phase constitutes the standup of the environments and initial migration of data to facilitate configuration of the components.   During migration, data from the existing NMDOT TRADAS database will be extracted and migrated to the MS2 TDMS data model.  
The Build phase utilizes an iterative development model to identify appropriate configuration and/or customizations to meet NMDOT’s business requirements.  The emphasis is to achieve maximum results with the standard COTS configured software solutions.  This procedure provides greater scalability, reduced time of development, easy maintenance, and reduced cost. Each software feature is tested and iterative checks are made to ensure that requirements are correctly translated into the design.

The Test phase is also divided into different areas that include software functionality testing, data migration testing, and user acceptance testing. Software functionality testing validates each component feature of the software system is functioning properly.  Data Migration testing validates that all data migrated is now present in the new system and ready for use. The User Acceptance Testing validates all the use cases and functional requirements of the system.
4.2.2 Product and Product Development Deliverables


Product Deliverables are work products or artifacts that are driven by the product management methodology requirements and standard project management practices regardless of the product requirements of the project.  
4.2.2.1 Configured Traffic Monitoring System
	Description 
The product deliverable will be a fully populated MS2 TDMS system that incorporates NMDOT traffic data and meets all NMDOT business and technical requirements.
	Deliverable Acceptance Criteria - 
 Successful UAT will determine acceptance criteria

	
	Standards for Content and Format - 
 The Traffic Monitoring system will be populated with traffic data from the existing TRADAS system.

	
	Quality Review – 
 All identified requirement, configuration and data issues are closed, or have an approved resolution plan.


4.2.3 Deliverable Approval Authority Designations

	Deliverable Number
	Deliverable
	Approvers (Who can approve)
	Date Approved

	1
	Fully populated and functional MS2 TDMS that incorporates NMDOT TRADAS traffic data
	Tamara P. Haas
	

	
	
	
	


4.2.4 Deliverable Acceptance Procedure

The NMDOT will use a project milestone document and the deliverables described in the executed contract.  The NMDOT project managers will sign off on all completed deliverables in the contract..  

5.0 Project Work

5.1 Work Breakdown Structure (WBS)


	Deliverable Number
	Task Description

	1
	Project Management

	2
	Annual Hosting and Support

	3
	Legacy Data Migration 

	4

4
	System Customization and Configuration 

	5

5
	System Implementation

	6

6
	User Training

	7

7
	Annual Automated Data Transfer


5.2 Schedule allocation -Project Timeline

The project timeline is a high-level view of project activities with a focus on project milestones.  The detailed project schedule is managed as a live document external to this document.
	Description
	Month
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12

	Project Management
	
	
	
	
	
	
	
	
	
	
	
	

	Annual Hosting and Support
	
	
	
	
	
	
	
	
	
	
	
	

	Legacy Data Migration
	
	
	
	
	
	
	
	
	
	
	
	

	System Customization and Configuration
	
	
	
	
	
	
	
	
	
	
	
	
	

	System Implementation
	
	
	
	
	
	
	
	
	
	
	
	

	User Training
	
	
	
	
	
	
	
	
	
	
	
	

	Annual Automated Date Transfer
	
	
	
	
	
	
	
	
	
	
	
	


5.3 Project Budget

 
	Phase / Activity
	Associated Deliverables
	Estimated Budget

	Initiation-Close
	Project Management
	$14,400.00

	Initiation-Close
	IV&V
	$36,000.00

	Initiation
	Discovery
	$0.00

	Initiation
	Software License
	$107,544.76

	Initiation-Close
	Annual Hosting and Support
	$65,000.00

	Planning
	Finalize PMP & Requirements
	$0.00

	Implementation
	Legacy data migration from old system
	$50,000.00

	Implementation
	System Configuration & Customization
	$60,000.00

	Implementation
	System Implementation
	$2,400.00

	Implementation
	Training
	$28,000.00

	Close
	Project closure documentation & activities
	$0.00

	Post-Close
	Annual automated data transfer
	$0.00

	TOTALS
	
	$ 363,344.76


5.4 Project Team

5.4.1 Project Team Organizational Structure


  SHAPE  \* MERGEFORMAT 



5.4.2 Project Team Roles and Responsibilities


List the team members, their role, responsibility and functional manager. Make sure to include a comprehensive listing including those from the organization managing the project, business members involved to ensure business objectives are met and the vendor members that may have a specific role.

	Role
	Responsibility
	Name
	Functional Area

	Program Manager
	Oversight of Project
	Tamara P Haas
	Strategic Planning & Asset Management

	Business Owner
	Work with vendor
	Yolanda Duran
	Data Management Bureau

	Project Manager
	Work with vendor
	Sean Noonen
	Traffic Data

	Team Member
	Work with vendor
	John Vargas
	Traffic Data

	IT Project Manager
	IT Project Process
	Joann Girard
	IT PMO

	IT Database
	Work with vendor
	As required
	IT Database Support


5.5 STAFF PLANNING AND Resource ACQUISITION
Complete the chart below identifying the project team members and details concerning their project commitment.  Project staff should include State, Contract, Customer (Business Owner), or Vendor team members
5.5.1 Project Staff
	
Resource 
	Cost Estimate
	Estimated Hours
	Availability
	Skill Set
	Work Product/Deliverable

	Sean Noonen
	
	9 months
	40%
	Data Analysis
	Data migration

	John Vargas
	
	9 months
	25%
	Data Analysis
	Data validation

	Joann Girard
	
	9 months
	10%
	Project management
	Project management

	Yolanda Duran
	
	9 months
	15%
	Project management
	Project management

	MS2
	$286,000
	9 months
	80%
	Vendor
	Software Installation, system configuration, data migration and training.

	POD, Inc. (IV/V)
	$36,000.00
	9 months
	10%
	
	IV/V


5.5.2 Non-Personnel resources
Use this section to list services or product (HW/SW and such) needed for project
	
Resource 
	Cost Estimate
	Estimated units/hours
	Availability
	Source
	Work Product/Deliverable

	TRADAS Oracle Backup
	
	
	
	NMDOT
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


5.6 PROJECT LOGISTICS


 5.6.1 Project Team Training

Describe training if any needed by project team members. This is not to include training for end users, system administrators or business owners; those should be handled within a training document or part of the transition to operations planning.
	
Resource
	Cost Estimate
	Estimated Hours
	Availability
	Skill Set
	Work Product/Deliverable

	MS2
	
	4 days
	Upon Request
	Technical Experts
	Training will be part of contract deliverables and cost is included

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


6.0 Project Management and Controls

6.1 Risk and issue Management

Risk: “An uncertain event or condition that, if it occurs, has a positive or negative effect on a project’s objectives.”

Issue: “A point or matter in question or dispute, or a point or matter that is not settled and is under discussion or over which there are opposing views or disagreements.”
Both Risks and Issues can significant impact a project’s success, and both should be handled in similar ways.
6.1.1 Risk Management Strategy

Risks will be tracked and monitored throughout the entire project life-cycle. Risks may be contractual or technological. Risks may also come in the form of specification ambiguity, technical uncertainty, technical obsolescence, or new technology. Technical risks often occur because a problem is harder to visualize or solve than we originally thought. This risk can be attributed to several factors such as the size and complexity of the project, resource issues, new software versions, client acceptance and management, subcontractor reliability, or problematic source materials.

Risks come and go throughout the project life-cycle.  Each risk identified will be tracked with a contingency plan or course of action and updated on a regular basis in the monthly status report.

6.1.2 Project Risk Identification

A risk evaluation tool has been built within an Excel spreadsheet.  This is the primary tool to be used to list and categorize project risks.  
6.1.3 Project Risk Mitigation Approach

All identified risks will have appropriate mitigation strategies/plans.  For those risks that are highly probable and have significant impact to the project will develop contingency plans.
6.1.4 Risk Reporting and Escalation Strategy

Risk monitoring and control will be part of every project status meeting.   Risk identification will be the responsibility of all members of the project team.  The Project Managers will be responsible for tracking risks and for developing mitigation strategies and contingency plans that address the risks identified by the team.

This project will follow a continuous risk management strategy.  Risk will be assessed routinely to ensure that identified risks are being dealt with appropriately and that new risks are identified and dealt with as early as possible.

6.1.5 Project Risk Tracking Approach
	Risk
	Level
	Mitigation
	Comment

	Insufficient funding
	Low
	Prioritize each agency’s funding request and develop contingency plans to allocate funds
	Insufficient funding allocation means that either some agencies requesting funds will receive $0 or agencies will not have enough to purchase software, hardware and implementation services.

	Agency Resource availability
	High
	Ensure stakeholders are involved and support the project team members
	Lack of resources to complete project activities can lead to delays in project schedule.

	Extended timeline caused by state approval process
	High
	Develop contingency plan
	State requirements for oversight as well as the procurement process provide numerous opportunities for project delays.


6.1.6 ISSUE MANAGEMENT

Issues will be discussed during the bi-weekly status meeting and will be tracked in the monthly status report using the following log:

	ID
	Description
	Owner
	Status
	Date Due
	Solution
	Date Resolved

	
	
	
	
	
	
	


6.1.6.1 Internal Issue Escalation and Resolution Process


This internal process is provided for issues that involve project resources, processes, procedures, or methodology that should be resolved within the Division that is responsible for managing the project without affecting the overall project schedule, cost, or quality.  This process should be used for improving project processes as the project is executed and where the implementation of such improvements should not be postponed to Lessons Learned during Project Close.

6.1.6.2 External Issue Escalation and Resolution Process


The external process is provided for issues that involve project resources, processes, procedures, or methodology that cannot be resolved within the Division that is responsible for managing the project without affecting the overall project schedule, cost, or quality.

6.2 INDEPENDENT Verification And Validation - Iv&V

 POD is the vendor who will be providing Independent Verification and Validation (IV&V) for the Project.
6.3 Scope Management Plan


The scope of the project as negotiated with MS2 and included in the professional services contract will be the responsibility of the Project Manager to ensure that all deliverables are being completed.  The Project Manager and Project Sponsor will meet weekly to discuss project scope and determine if any changes will be necessary and require an amendment to the contract.  Any change to the approved project scope will follow change control process describe below.  This will also address managing stakeholder expectations.
6.3.1 Change Control

If there are any changes that are requested to the project in terms of scope, time or cost, a change request will be issued. A Change Request form will be created by MS2’s Project Manager and provided to the NMDOT Project Manager.  Depending on the size and/or scope of the change it may be necessary to amend the contract.

6.3.1.1 Change Control Process


MS2’s Project Manager shall conduct an impact analysis to determine the impact of the change on scope, time and cost of the project. The change request and impact analysis will be used in determining if the change request can be achieved.  If not, a new response date will be negotiated with NMDOT’s Project Manager. For an approved change request, the MS2 Project Manager will deliver an initial response on the Change Request form that will include the following:

Estimated date by which change will be completed if approved

Change request number

High level assessment of the impact of the change (anticipated price impact, anticipated schedule impact), and consequential changes to the Scope of Work

Requested approvals from specified project team members. 

The Change Request form will include the following information:

Date submitted

Change category

Description of change

Events that made change necessary/desired.

6.3.1.2 Change Control Board (CCB)

 The Executive Steering Committee will act as the CCB for this project for any changes that the project team identifies as required, and which have a significant impact to project schedule, scope or budget..
6.4 Project Budget Management

 
6.4.1 Budget Tracking

The budget will be tracked by the Project Manager and budge tracking updates will be provided on a monthly basis utilizing excel spreadsheets and the SHARE financial system.

6.5 Communication Plan


 
6.5.1 Communication Matrix

This will be determined upon finalization of the contract.
6.5.2 Status Meetings

MS2 will host a one-hour project status call via teleconference with NMDOT every second week.  During the call, MS2 and NMDOT will discuss the status report, project progress, and proposed resolution to issues and action items. When significant project milestones are reached, MS2 will arrange a meeting for NMDOT senior management to get briefed on project status and deliverables.   
6.5.3 Project Status Reports

MS2 will submit monthly progress reports containing work completed and project milestones reached.  This report will be submitted electronically to NMDOT.  The report will contain the following items:

· Project title and purchase order number

· Description of progress on tasks and results 

· Major issues and anticipated solutions

· Work planned for the following period

· Schedule 

6.6 PERFORMANCE MEASUREMENT (PROJECT METRICS)


	Number
	Description

	Quality Metric 1
	Project does not exceed budget

	Quality Metric 2
	The project schedule, assigned tasks and milestones are met within the project plan

	Quality Metric 3
	System provides accurate reports

	Quality metric 4
	Successful integration of software

	quality metric 5
	System is secure and stable

	quality metric 6
	Staff is trained and system is operational

	quality metric 7
	Data integrity is maintained


6.7 QUALITY OBJECTIVES AND CONTROL

Quality Management includes the processes required to ensure that the project will satisfy the needs for which it was undertaken.  It includes all activities of the overall management function that determine the quality policy, objectives, quality assurance, quality control, and quality improvement, within the quality system.  If a separate Quality Plan is used, include a high level summary in this document and refer to the appropriate appendix.

6.7.1 quality Standards

Quality Management is an important aspect of any project to ensure that the product delivered is accepted and works as designed.  Each functional organization is responsible for the quality of its contribution to the project and will apply its internal quality standards to project products and services.  The project team will assess the projects products and services based on the standards established by the functional organizations represented on the project. 

There are number of ways that quality has been built into this project.  The first is IV&V, which will make sure the Project meets its expected requirements through a third party evaluation of the project.  The second is the integrated project control process and change control process, which assure that any changes that are made to the project are executed in a structured manner.  The most important of these is the change control process to minimize the change of scope to the project and if scope does change, it is done knowing the impact to the project.  The third process for quality management is the risk management plan, which measures, mitigates and includes contingency plans for each risk.  

The project team will also create lessons learned at the end of the project.  These lessons learned will be incorporated into the next phase of the project and be part of the project library that will be available for future projects to use. All of these processes combined will create a product that has quality that is built in not tested in after the fact.  This will provide an environment that maximizes opportunities to control quality.
	No.
	Quality Standard
	Tracking Tool or Measure

	1
	Project phase is completed by the established finish date.
	Project Schedule

Project Status

	2
	Project is completed within budget.
	Project Charter

Project Status

	3
	Monthly project reviews show contractors deliver requirements specified in the contract by due dates or pay penalties.
	Vendor Contract

Final Customer Acceptance

	4
	Project issues are resolved and documented within 10 calendar days of identification or extensions are justified.
	Issues Tracking

	5
	Project will be completed based on the original project scope and approved scope changes.
	Project Charter

Project Plan

Control Change Request


6.7.2 Project and Product Review AND ASSESSMENTS
	Review Type
	Quality Standard
	Tools
	Reviewer
	Reports

	Requirements
	Project is completed within budget.
	Contract deliverables
	Project Manager
	Produced by vendor

	Plans
	All plans must meet contract deliverables
	Scope of work by vendor
	Project Manager
	Produced by vendor

	Milestones
	Project phase is completed by the established finish date.
	Contract Deliverables 
	Project Manager
	Milestone checklist from vendor

	Testing
	Execution of User Acceptance Testing (UAT).
	System Test Scripts procedure for User Acceptance Testing (UAT).


	Project Manager
	Produced by Vendor


6.7.3 Agency/Customer Satisfaction

The project manager should assess the on-going sense of the customer agency about how they feel the project is going, and how team members are acting on the project. This feedback would be helpful to the success of the project and the professional growth of the project team members.
	Areas of feedback
	When
	How Often

	Agency awareness
	Business Owner Meetings
	Monthly

	Quality of communications
	Project Steering committee meetings
	Monthly

	Manages project tasks
	Project Steering committee meetings
	Monthly


6.7.4 PRODUCT DELIVERABLE ACCEPTANCE PROCESS

 The NMDOT Chief Information Officer will take delivery of media; manuals; contracts; licenses; services agreements; configuration settings; status of patches to COTS products; in-house or vendor developed code; test cases, routines, and scripts; and other items required for the project.  The NMDOT CIO will take delivery of such products only after the product deliverables have been accepted by the NMDOT MS2 TDMS Project Committee.

6.8 CONFIGURATION MANAGEMENT

Configuration Management determines how project information (files, reports, designs, memos, documents, etc.) will be managed (tracked, approved, stored, secured, accessed, version control, etc.) and owned by (e.g., Agency managing the project or the Customer).  Standards and team awareness are critical.

6.8.1 Version Control

Version control shall follow vendor and NMDOT standard processes for all project artifacts.

6.8.2 Project Repository (Project Library)

A project repository, consisting of a shared server with multiple folders will be developed by NMDOT staff members as a means to provide a central repository for all project documentation and deliverables.
6.9 PROCUREMENT MANAGEMENT PLAN

All procurement for project goods and services must be performed under the guidance and direction of New Mexico State Procurement Statues and the code of federal rule associated with the federal funding source.

7. 0 Project Close

Project Close will always consist of administrative project activities and possibly contractual project activities and an external vendor is employed.  Completing both sets of activities is a mandatory step in the project life cycle.  Administrative activities complete the internal needs for the Agency/Unit that is responsible for managing the project, such as lessons learned, recording the last hours against the project, and providing transition for the staff to other assignments.  Contractual activities meet the contractual needs, such as executing a procurement audit and formal acceptance of the project work products.  

7.1 Administrative Close


Administrative Close occurs at both the end of phase and end of project.  This closure consists of verification that objectives and deliverables were met. Acceptance is formalized and phase activities are administratively closed out.  Administrative closure occurs on a “by-phase” basis in accordance with the WBS and should not be delayed to project end.  At that point, the burden of closing is too great and audits inaccurate.  The specific project close activities for a given project are contingent on the project’s complexity and size.  Project managers should work with the project’s project management consultant to tailored Project Close procedures to compliment the project’s objectives

7.2 Contract Close


Contract close is similar to administrative close in that it involves product and process verification for contract close.
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