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1. project background
1.1 Executive Summary 
On July 1, 2013, the General Services Department (GSD) Property Control and Building Services Divisions were merged into Facilities Management Division.   The Facilities Management Division (FMD) of the General Services Department (GSD) is responsible to operate and maintain the State’s 1.5 million square feet of building space and manage the State’s real property.  One of the Division’s key goals is to provide higher levels of facilities management efficiencies and improved customer service.  In addition, the Division’s goal is to provide a safe, comfortable, and functional working environment for the employees of our tenant agencies and visitors to our facilities. 
The Facilities Management Division owns 750 buildings of all types equating to approximately 6.8 million square footage, valued at over $493 million replacement cost and manages leases of 294 buildings @ 2.74million square footage, requiring nearly $50 million in annual rent payments throughout the State of New Mexico. 
The “Property Control Act” is found in Chapter 15, Article 3B, parts 1-20 of the laws of the State of New Mexico. As commonly found in references to citations of State statute, this reads “Section 15-3B-1 NMSA 1978.” This part of the law describes the duties and responsibilities of the Facilities Management Division (FMD). One of the first elements described is who is excluded from our control and New Mexico. As commonly found in references to citations of State statute, this reads “Section 15-3B-1 NMSA 1978.” This part of the law describes the duties and responsibilities of the FMD. One of the first elements described is who is excluded from our control and management.

All State buildings and land are under the control of the Facilities Management Division with the exception of: 

· State Armory Board 

· Office of Cultural Affairs 

· State Fair Commission 

· Department of Game and Fish 

· State Highway and Transportation Department 

· Commissioner of Public Lands 

· State Parks Division of the Energy, Minerals and Natural Resources Department 

· State Institutions of Higher Learning 

· The New Mexico School for the Deaf 

· The New Mexico School for the Visually Handicapped 

· The Judicial Branch 

· The Legislative Branch 
Design/Construction Management
Facilities Management Division is responsible for meeting the space requirements of state agencies. FMD provides project management, policy direction, procurement and standards in the areas of architecture, engineering, design, historic preservation, construction services, and project oversight.
The GSD Facilities Management Division has utilized the AiM Facilities Management Software for the past several years in various programs.  One of the primary modules that AiM has to offer is the unified Capital Planning and Project Management (CPPM) solution that helps organizations increase fiscal controls and improve financial accountability for capital projects, reduce their risk profile through improved regulatory compliance, and streamline capital planning and management processes to reduce CAPEX (capital spending or expense ( Money spent to acquire or upgrade physical assets such as buildings)) and improve rates of return from capital investments. 
The AiM Capital Planning and Project Management module will be installed in the existing AiM system that is currently being used by the Facilities Management Division.  The AiM CPPM and ANA modules will enable FMD to balance capital priorities with fiscal constraints and track projects to the minutest detail, including:

· Detailed information on appropriations and allocations from multiple funding sources

· Potential and actual issues—from identification to proposed change order to change order—and associating issues with RFIs and meeting minutes

· Consultant contracts and contract amendments and tying them to budget components, including invoicing against contracts

· Construction contract tracking by budget line item

· Complete visibility to all issues, submittals, RFIs, commission plans, change proposals, change directives, architect’s supplemental instructions, change orders, applications for payment and punch lists
New construction projects and capital improvements to existing facilities is a complex process and the increasing complexity can no longer be sufficiently supported by tracking projects thru spreadsheets, trying to manage paper records or through the use of multiple project management software tools.  FMD and their stakeholders (DFA Capital Budget, LFC Capital Planning and Agency customers) need visibility into the complete pipeline of capital projects to keep all interested parties informed of building project progress and future/current strategically focused planning efforts.  The properties and buildings that FMD has the responsibility to manage are geographically-dispersed facilities which demands a much higher level of cooperation between building owners and facility managers in order to streamline capital and operating expenditures, reduce operational complexity, and manage regulatory and policy-driven risk. 
FMD is committed to providing their stakeholders up-to-date information, shared data that is accurate and on a near to real time basis, minimizing risk and operational inefficiencies and providing transparency for all projects to ensure successful project management and capital planning across the multiple interest groups.  The ANA (Assessment Needs Analysis) feeds into the Capital Planning and Project module to provide a complete view and management capability for facility condition assessment that will improve FMD’s abilities to more accurately and realistically plan for and track capital projects.  
The AiM module will allow FMD to unify property data, deferred maintenance backlog, facility maintenance records, project data and FCA into a single, fully integrated database. FMD will benefit from: 

 Accurate and up-to-date facility condition assessment data 

 Real-time calculation and update of the FCI as work orders and capital projects are funded 

 A complete view of the FCI, not only at the building level, but for building systems and equipment 

 Consistent facility and asset nomenclature enterprise-wide 

 No redundant or double-entry data 

Together, these two modules will provide the data analytics and management capabilities needed for accurate budget projections and scheduling. Tightly aligning capital planning and facilities maintenance will assist FMD in circumventing current inefficiencies by improving access to shared data, reducing costs, and promoting greater transparency across the State Agencies.
This module will be utilized statewide to improve the management of capital projects and will enable State Agencies to access and view their respective projects and relevant data.  The AiM CPPM/ANA project will remediate and expand the use of the Assessment Needs Analysis (formally known as the Facilities Conditions Assessment) module in order to increase efficiencies and reduce the cost of maintaining state properties and infrastructure.
The Division’s plan is to leverage the existing work being done internal to the Division to re-engineer and realign the business processes of the Divisions’ Project Management Office and other supporting internal FMD business processes in preparation for the implementation of these new modules.  Expert functional and project management staff and contractors will be hired who exhibit the level of knowledge and skills required to support this project implementation from start to finish and prior to this certification.  The staff will work in collaboration with external support to complete this implementation.  The outcomes will include facilities build outs, renovations and maintenance savings through the use of the Capital Planning and Project Management and Assessment Needs Analysis modules as defined above.
     The project plans to utilize outside contract vendors for following areas:  configuration and implementation of the software, specific high-level SQL database administrator skills for sizing, tuning, configuration and implementation, IV&V oversight and guidance, training, building test cases and conducting Unit and User testing.  

     Existing FMD/GSD staff have functional and technical experience in the AiM system that will compliment and complete the required business and functional skills required to complete this project successfully.
     The Division envisions and fully supports changes to business processes as well as organizational and management shifts in order to realize the greatest return on investment in this project.

Goals of the Project

· Eliminate and or reduce current manual work overload

· Significantly improve efficiency of Project Management and building maintenance processes
· Enable secure customer web-based access to their respective data and project statuses, risks and costs across the state provide up-to-date information and improve efficiency of state agencies 
· Reengineer FMD business processes to maximize utilization and benefits of a robust Capital Planning and Project Management and Facilities Assessment system

· Provide automation to two of the current intensive manual business processes; tracking of Capital Projects including schedule, risk, spend against budget, lifecycle assessment cost (renewal cost), assessment deficiencies, recurring component replacement cost by year, building a Fixed Asset profile including Asset inventory and classification and project spend
· Enable improved communications and data to the Capital Outlay Bureau (COB) which is responsible for coordinating the funding and administration of capital projects under the statutory authority of the State Budget Division, Department of Finance and Administration.  To closely align with the COB, executive agencies and Governor to prepare and administer the Executive Capital Budget.  
· Improve reporting and submission of timely and accurate data (schedule, risks, issues, spend vs budget)  to the Legislative Finance Committee Capital Outlay Analyst of all Capital Outlay projects.
1.2 Summary of the foundation planning and documentation for the project

The scope of this project will include;

· Reviewing and documenting the current AiM system Facilities Conditions Assessment (FCA) data in preparation of upgrade to the AiM Analysis and Needs Assessment (ANA) module.   The ANA will replace the current FCA module. 
· Identify the functionality of the new AiM modules for impact to FMD project management and perform analysis of the FMD re-engineered business process.  
· Conduct a gap-analysis and identify additional modules and or modifications to the current processes to achieve an efficient system.  
· Development and documentation of business requirement priorities.
· AiM CPPM and ANA Project module configuration and implementation

and training schedule to include workflows and templates. 
1.3 Project Certification Requirements

Does the project fit into the criteria for certification? Which and how?
	CRITERIA
	YES/NO
	EXPLANATION

	Project is mission critical to the agency
	Y
	Current business processes are being done on a manual basis due to lack of automation which is causing loss of efficiency and increasing the Divisions financial cost and risk

	Project cost is equal to or in excess of $100,000.00
	Y
	The DFA Capital Outlay Bureau is in total support of this project and has approved the expenditure of  15-3B-10 NMSA 1978, Fund A140005.  LFC Capital Outlay is also in support of this project initiative

	Project impacts customer on-line access
	Y
	The agency customers and project oversight entities do not currently have on-line access to obtain project status, project spend or other relevant data for Capital projects.  They cannot see data concerning facilities condition and assessments for potential improvements.   FMD is utilizing a cumbersome, error-prone process for State agencies and other entities to manage Capital Projects.

	Project is one deemed appropriate by the Secretary of the DoIT
	Y
	Meetings with requesting approval to expend monies for this project. The DFA Capital Outlay Bureau is in total support of this project and has approved the expenditure of  15-3B-10 NMSA 1978, Fund A140005 GSD has met with DoIT Oversight and advised of the upcoming submission of this project to the Project Certification Committee.  The LFC  Capital Outlay is also in support of this project initiative.

	Will an IT Architecture Review be required?
	N
	The AiM system is currently implemented on the GSD virtual server environment and there will be no changes made to the current architecture.  The changes that will be made to the system is the addition of 1 new module and the upgrade of another module.  


2.0 Justification, Objectives and impacts

2.1 Agency Justification

	Number
	Description

	Facilities Management Division
	Administer Capital projects funding in compliance with the state code. Manage Capital Projects efficiently to ensure state funds are spent effectively and efficiently.  Projects are managed and procured in a fair and reasonable manner to provide the best value to the state 


2.2 Business Objectives 
	Number
	Description

	Business Objective 1
	Eliminate and or reduce current manual work overload

	Business Objective 2
	Significantly improve efficiency of Capital project processes, reduce errors

	Business Objective 3
	Support Capital Projects and Planning Management through the process of capturing spend patterns and building construction across the state.

	Business objective 4
	Allow access and use/improve efficiency of state agencies as well as Oversight entities (DFA and LFC)

	Business objective 5
	Reengineer FMD business processes to maximize utilization and benefits of a robust Facilities Management system

	Business objective 6
	Provide automation of the current intensive manual business processes; Capital Projects Tracking and Facilities Analysis and Needs Assessment 

	Business objective 7
	Conduct a gap-analysis to define current state of software implementation and document final business requirements


2.3 Technical Objectives

	Number
	Description

	Technical Objective 1
	Expand the efficient use of the AiM software that GSD has invested in

	Technical Objective 2
	Open Architecture - Provide an open architecture infrastructure that will allow for data flow between AiM modules  and allow for 3rd party products to interface with AiM for a “as evident” seamless architecture and scale to allow for growth

	technical objective 3
	Customer Portal and Web-Based System - will be designed on a public facing network with the web based platform front-end to allow FMD Agency customers and contractors the ability to view data that is specific to their project and or building.  

	technical objective 4
	Database Standards - System database will follow TSSB and AiM supported platform standards of MS SQL 2008 R2

	technical objective 5
	Efficiency, High Performance – Application will be deployed on current GSD ESX 5.5.1 VMWare platform

	technical objective 6
	Embedded Report Tool - System will have an embedded report writing tool for ad hoc and standard reports.  System will interface to the GSD Department software report writing tool as required for greater access and reporting capabilities.  Regularly scheduled reports may be generated upon request or demand 

	technical objective 7
	Authentication –AiM System supports Microsoft Active Directory

	technical objective 8
	Redundancy –GSD virtual server infrastructure supports system fail over

	technical objective 9
	Security/User Roles –AiM supports a secure front end user system log in and security role level authentication


2.4 Impact on Organization 

	Area
	Description

	End user
	Positive impact to State of NM Facilities Division Staff by providing automation for efficient business processing; managing Capital Projects, integration with GSD INFOR GLOBAL financial and Fixed Assets system, future interface with SHARE financials, performing strategic facilities assessment activities and analysis.

	Business Processes
	Impact will be further defined based on configuration and inter-dependencies of various AiM modules as we identify how they fit the FMD business process requirements.   There will be learning curve for the FMD business operations staff

	It Operations and staffing
	Impact will be minimal. Because the AiM software and database structure are proprietary, FMD will enroll in the the AssetWorks, Inc. maintenance program for ongoing Technical Support of the system.   In addition, GSD technical support staff has supported this system for the past few years and is knowledgeable of the system architecture and data schemas.  GSD Technical support staff will however, be required to learn the functionality and architecture of the two (2) new modules.  


2.5 Transition to Operations

	Area
	Description

	Preliminary Operations location and staffing plans
	Operations

Software will be housed on the GSD ESX 5.5.1 virtual AiM server and physical SQL 2008R2 environment which is currently co-located at the Simms Data Center/Santa Fe, New Mexico

Business Processing – in-house Contractor is in process of development and re-engineering
FMD  Internal Program System Support -  7 Project Managers, 5 Contract Administration, 3 Maintenance experts - located in Santa Fe, New Mexico

FMD Internal Functional System Support  - 6-10 FTE defined at this time - located in Santa Fe, New Mexico.
IT Staff

GSD Technology & System Support Staff – Windows, SQL 2008R2, JAVA programming and scripting,  Back-up, data replication for Disaster Recovery, DoIT SAN Network, GSD LAN and SQL Database Administration all will be located in Santa Fe, New Mexico. 
DoIT SAN Network, will be located in Santa Fe, New Mexico. 

Financial/Budget Oversight

· DFA Capital Outlay Bureau–External staff to GSD will be located in Santa Fe, New Mexico
· Legislative Finance Committee Capital Outlay will be located in Santa Fe, New Mexico

	Data Security, Business Continuity
	Security - The project will follow State Security standards with front end web and network security authentication.  System level access is determined by pre-defined security roles currently within the AiM software.  GSD Technology and System Support (TSSB) technical staff will verify system design for network security.  System will be supported by anti-virus software managed by TSSB. 

Business Continuity – The system is designed with mirrored systems for system failover.   GSD will be revamping its’ Business Continuity document that will identify manual processing procedures.  GSD has a colocation site for data replication.  

Back-ups – GSD follows a defined schedule for back-ups.  Data recovery has occurred in the past.  Regularly scheduled data recovery drills will occur in FY15.

	Maintenance Strategy
	Systems Maintenance will follow TSSB operations maintenance plan.  All changes that change the functionality of the modules will be in accordance with the GSD TSSB Change Management Policy.

	Interoperability
	The AiM systems and GSD IT infrastructure has been designed for interoperability within the Simms Data Center infrastructure. 

	Record retention
	Record Retention for this system is outlined in the FMD rule.   

	Consolidation strategy 
	The system will consolidate multiple excel spreadsheets and replace manual processes.  The modules will be implemented on the GSD AiM sysem. This is in direct support of the Governor’s Executive Order 2004-014 -CONSOLIDATING AGENCY INFORMATION TECHNOLOGY OPERATIONS AND GOVERNANCE.


3.0 Project/Product Scope of Work 

The scope of this project will include reviewing and documenting the current AiM system Facilities Management functionality and state of implementation; identify the functionality of the uninstalled AiM modules for impact to FMD procurement and performing analysis of the FMD business process.  The data will support the gap-analysis and identification of additional modules and or modifications to the current Capital Planning and Projects management process to achieve an efficient system.   The scope will include development of priorities and a workflow design to configure and implement CPPM and ANA modules and associated functionality to automate business process requirements for efficient facilities and project management processing.   
The unified Capital Planning and Project Management (CPPM) solution will assist FMD to;

· Increase fiscal controls and improve financial accountability for capital projects, 
· Reduce their risk profile through improved regulatory compliance, 
· Streamline capital planning and management processes to reduce CAPEX (capital spending or expense ( Money spent to acquire or upgrade physical assets such as buildings)) and 
· Improve rates of return from capital investments. 
The AiM Capital Planning and Project Management module will be installed in the existing AiM system that is currently being used by the Facilities Management Division.  The AiM CPPM and ANA modules will enable FMD to balance capital priorities with fiscal constraints and track projects to the minutest detail, including:

· Detailed information on appropriations and allocations from multiple funding sources

· Potential and actual issues—from identification to proposed change order to change order—and   associating issues with RFIs and meeting minutes

· Consultant contracts and contract amendments and tying them to budget components, including invoicing against contracts

· Construction contract tracking by budget line item

· Complete visibility to all issues, submittals, RFIs, commission plans, change proposals, change directives, architect’s supplemental instructions, change orders, applications for payment and punch lists
3.1 Deliverables

3.1.1 Project Deliverables

	Project Charter 
	The Project Charter for Certification sets the overall scope for the project, the governance structure, and when signed is considered permission to proceed with the project. The Project Charter for Certification is used to provide the Project Certification Committee with adequate knowledge of the project and its planning to certify the initiation phase of the project

	Certification Form
	The Request for Certification and Release of Funds form is submitted when a project goes for any of the certification phases. It deals with the financial aspects of the project, as well as other topics that indicate the level of planning that has gone into the project. Many of the questions have been incorporated into the preparation of the project charter

	Project Management Plan
	“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. plan.” 

	IV&V Contract & Reports
	 “Independent verification and validation (IV&V)” means the process of evaluating a project to determine compliance with specified requirements and the process of determining whether the products of a given development phase fulfill the requirements established during the previous stage, both of which are performed by an organization independent of the lead agency. Independent verification and validation assessment reporting.  The Department requires all projects subject to oversight to engage an independent verification and validation contractor unless waived by the Department.

	IT Service Contracts
	The Department of Information Technology and the State Purchasing Division of General Services have established a template for all IT related contracts.

	Risk Assessment and management
	The DoIT  Initial PROJECT RISK ASSESSMENT template which is meant to fulfill the following requirement:

“Prepare a written risk assessment report at the inception of a project and at end of each product development lifecycle phase or more frequently for large high-risk projects. Each risk assessment shall be included as a project activity in project schedule.” Project Oversight Process memorandum 

	Project Schedule
	A tool used to indicate the planned dates, dependencies, and assigned resources for performing activities and for meeting milestones. The de-facto standard is Microsoft Project 

	Monthly Project Status Reports to DoIT
	Project status reports. For all projects that require Department oversight, the lead agency project manager shall submit an agency approved project status report on a monthly basis to the Department.

	Project Closeout Report
	This is the Template used to request that the project be officially closed. Note that project closure is the last phase of the certification process


3.1.2 Product Deliverables

	Requirements Documents
	A Requirements Document has been developed that defines the FMD Business Processing priorities.   A baseline for AiM processing capabilities as compared to business requirements in the current environment is in draft. Meetings are in progress and being  held with the SME’s for the FMD units to define business processing requirements

	Design Documents
	The FMD workflow against current AiM workflow will be mapped and documented.   Gaps in current system will be documented.   Gaps in FMD business processing that the “proposed” implementation of the AiM modules would not address at this time will also identified.  

	Systems Specifications
	Will implement modules on existing AiM  and SQL database platform.   Will utilize the inherent BIRT Reports tool in conjunction with SAP Business Objects reports tool.  Will utilize GUI interface.  

	Systems Architecture
	The system will be tested and taken thru a Quality Assurance test plan on the  AiM operating platforms.  Architecture will be scalable to allow for growth, provide interoperability with other systems, have a secure web front end, be security rules based and provide multiple security layers for user authentication.

	System and Acceptance Testing
	The FMD Functional Program users will test system functionality, performance, reporting accuracy and response times.

GSD IT Technical Support Staff will test system operational performance.  

	Operations requirements
	The implementation vendor will be required to deliver design and maintenance documents for Authentication, Software, Reporting, and Database feeds.  


3.2 Success and QUALITY METRICS

	Number
	Description

	Quality Metrics 1
	The project schedule, assigned tasks, resources and milestones are met.

	Quality Metrics 2
	Project does not exceed budget.  

	Quality Metrics 3
	System can provide reports that accurately track projects, contracts, procurement documents, spend, etc.

	Quality Metrics 4
	All FMD data information is successfully converted from excel spreadsheets and or access database and migrated onto the AiM platform  

	Quality Metrics 5
	Applicable FMD Legislative Performance Measures as stated in GSD FY15 Strategic Business and IT plan are met 

	Quality Metrics 6 
	System is secure, operable and stable

	Quality Metrics 7
	Data integrity is maintained

	Quality Metrics 8
	Staff is adequately and able to utilize system to support  job functions



	quality metrics 9
	TSSB and AssetWorks, Inc. technical support can support new modules

	quality metrics 10
	Efficiencies gained  in publishing  near real-time project data , improving customer satisfaction  and improved project communications


4.0 Schedule Estimate 

	Project Phase
	Start Date
	Completion 

Date
	Goals

	Initiating
	July 1, 2014
	August 20, 2014
	Define Business Requirements through Surveying   Business Owners and Subject Matter Experts, Complete Project Scope, Finalize PM contract & hire, draft IV & V contract, deliverables and plan defined, Finalize AssetWorks Contract for Integration and Project Management services , conduct Preliminary Internal Staff Project Kick-off, draft Communication Plan, define Resource Allocation, PMP draft include schedule and budget, Draft Business Process Workflows, Governance Structure finalized, SharePoint Document Repository, Folder Hierarchy and News Page Designed and Setup, AssetWorks Planning Contract Executed


	Planning
	August 21, 2014
	October 30, 2014
	Development of; Final Workflow Design Document, Project Management Plan, Operations Framework and Management Policy and Procedures, Application Support Plan, Risk Assessment & Mitigation, Project Schedule, Scope definition and cost estimates for workflow design and implementation, resource planning. Finalize IV&V contract and hire IV&V consultant, set up test region, estimate bandwidth utilization requirements, confirm system processing capacity requirements, purchase software

	Implementing
	November 1, 2014
	December 15, 2015
	Identified workflow design incorporating functionality from CPPM/ANA modules software configured/ installed in test region; data conversion/ migration and or new data input; test; implement into production; team development and attend SME functional training; conduct vendor training; user acceptance; PM/IV &V periodic reports; test DR if available; QA, transition to operations

	Closing
	December 16, 2015
	February 14, 2016
	DoIT Closure Report, Project Closure Archive, IV &V Close out report, Post Mortem 


5.0 Budget Estimate 

Budget figures are subject to change after the initial planning phase is completed and a design document and Project Management Plan is finalized further documenting and identifying software implementation and final FMD business requirements.

	ITEM                                                                                                              ESTIMATE

	Consulting Services (Project Management, IV&V, Integration Services)
	
	$791, 951.00

	Hardware
	N/A
	$0.00

	Software
	
	$291,600.00

	Support
	
	Year 1 incl in Services Amt.

	Contingency
	
	$32,507.00

	TOTAL BUDGET
	
	$1,116, 058.00


5.1 Funding Source(s)

	Source
	Amount
	Associated restrictions

	$1,042,092.00
	15-3B-10 NMSA 1978, Fund A140005
	DFA has oversight of funds.

	$73,966.00
	15-3B-10 NMSA 1978, Fund A140005
	DFA has oversight of funds.

	TOTAL FUNDS
	$1,116, 058.00
	


5.2. Budget By Major Deliverable or Type of expense -

	Item
	
	Cost Estimate

	Software
	
	

	Implementation and Training 
	Consultant Services 
	  $      791,950.00

	Expenses
	Aim and Gee Implementation TeamTravel, Per Diem
	$incl in implementation costs

	Annual Maintenance
	Annual Recurring
	$       48,000.00

	IV&V Report
	7% of total project budget
	$       61,000.00

	
	
	

	Contingency
	5% of total budget cost
	$      32,507.00

	TOTAL BUDGET
	
	$1,116, 058.00


5.3 Budget By Project Phase or Certification Phase

	PHASES                                PLANNED CERTIFICATION DATE      AMOUNT

	Initiating
	June 25, 2014
	$   89,163.00

	Planning
	July 23, 2014
	$368,518.00

	Implementing
	September 24, 2014
	$551,905.00

	Closing
	January 20, 2016
	$  73,996.00

	TOTAL
	
	$1,116, 058.00


6.0 Project Authority and Organizational Structure

6.1 STAKEHOLDERS

	name
	Stake in Project
	Organization
	Title

	Ed Burckle
	Cabinet Secretary,  Member of IT Executive Board
	General Services Department
	Cabinet Secretary

	Linda Kehoe
	Capital Outlay - Financial Control & Oversight
	Legislative Finance Committee
	Principal Analyst

	Debbie Romero
	Capital Outlay Budget
	Department of Finance and Administration
	Bureau Chief

	Marcus Gee
	Project Oversight
	GSD Contractor
	Project Manager

	Mike Keelin
	Project Oversight
	AssetWorks, Inc.
	Sr Project Manager/  Implementation Specialist

	George Morgan
	Project Sponsor
	Facilities Management Division
	Division Director 

	Pam nicosin
	Business Owner
	Facilities Management Division
	Division Deputy Director 

	Karen Baltzley
	Provide daily operations support.  Ensure project sufficiency. Liaison between multiple agencies and business owners.
	Office of the Secretary
	GSD - CIO

	Flaviano Prosperini
	Application Support – Functional/Technical
	GSD TSSB
	Application Developer

	Maurice Bonal
	Systems Technical Support
	GSD TSSB
	Generalist II

	Mike Peavler
	Database 
	GSD TSSB
	Database Administrator

	DoIT Enterprise Operations
	Supports Data Center, WAN network, Storage Array, Internet and Web Filtering and Security infrastructure
	DoIT
	


6.2 PROJECT GOVERNANCE PLAN
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6.3 PROJECT MANAGER

6.3.1 PROJECT MANAGER CONTACT INFORMATION
	name
	Organization
	Phone #(s)
	Email

	Marcus Gee
	Facilities Management Division
	619-200-1348
	Marcu.a.gee@gmail.com

	Mike Keelin
	AssetWorks, Inc
	
	Mike.keelin@assetworks.com


6.3.2 PROJECT MANAGER BACKGROUND 

TBD
6.4 PROJECT TEAM ROLES AND RESPONSIBILITIES

	Role
	Responsibility


	Executive Project Sponsor
	The point person for the project within the highest level of the General Services Department.  

Responsibilities include:

· Champion the project.

· Consider potential changes facing the organization and assess the organizational impact

· Decide which changes will be instituted, communicate priorities and provide resources to ensure success

· Responsible for creating an environment that enables changes to be made on time and within budget.

· Participate in planning sessions

· Member of Steering Committee

· Ultimate project responsibility



	Steering Committee Member
	Is chartered to provide governance over the direction and support of the project. 

Responsibilities include:

· Attend and participate in meetings

· Review and provide comment on presented documentation

· Balance larger picture versus details of the project

· Review project funding and expenditures

· Champion the project

· Contributes to lessons learned

	Business Owner
	The person within each of the participating Divisions who is responsible for all operations and management of any and all activities occurring within the division.  

Responsibilities Include:

· Maintain overall project direction and implementation

· Ensure staff availability 

· Approve expenditure of funds

· Issue Resolution

· Empower Project Manager

	Project Director
	The person who is responsible for direct oversight of the project to ensure a successful project and the needed resources are available.  

Responsibilities Include:

· Maintain overall project direction and implementation
· Assist in document development

· Weekly reporting to the Steering Committee
· Weekly meetings with the Project Manager 

· Follow up on outstanding issues to bring to resolution

	Project Manager
	The persons within each of the participating divisions who must make all decisions related to the operation of the system, staffing assignments, 

Responsibilities Include:

· Ultimate project success.

· Diagnose potential problems

· Participate as “change” agents

· Develop realistic plans to deal with critical issues and execute changes effectively

· Decision authority regarding system module set-up

· Reviews work of Consultant

· Project Team Support Member Assignments

· Determine System Administration roles

· Problem Solving

· Project Planning

· Project Budgeting 

· Project Schedule

· Contract Management

· Training Plans

· Communicate with Project Team Support Members, Business Owners and Steering Committee.

· Contributes to lessons learned.

	Project Team Support Members
	Staff assigned to the project on an as needed basis.

Responsibilities Include:

· Define Buyer Requirements

· Define Vendor Requirements

· Define Contracts, RFP, ITB, Sole Source, GSA Requirements
· Define Business Requirements

· Module set-up input

· Functional Testing

· Scheduling of meetings and space

· Completion of assigned tasks

· Budget Tracking

· Purchasing and Processing

· Data Gathering

· Data Input

· System Administration

· Provide Resources as needed.

	Technical Support
	SHARE/DoIT Staff assigned to assist in defining infrastructure requirements and providing on-going support

Duties Include;

· System/infrastructure Specifications 

· Integration to other systems Requirements

· Data back-up and storage requirements

· Security Rules

· Data migration

· System installation

· Provide network connectivity and remote access

· Report Tool database

· Provide test/development environment

· Conduct system/network testing

· System Maintenance/Support

· Disaster Recovery 

· Anti-Virus Protection

· Provide transition to operations guidelines and  documentation

· System recovery requirements


6.5 Project management Methodology 

The project will follow a phased approach with a deliverables based methodology for review and acceptance by the project “Project Team”, the Project Directors, the Executive Sponsor and the Steering Committee.  At the end of each phase a “go/no-go” decisions will be made.   Microsoft Project software will be used for indentifying tasks/sub-tasks, time and resource requirements, risks and status.  

7.0 Constraints

	Number
	Description

	1
	System must be integrated with other GSD systems including the SHARE financial system module(s)

	2
	Long-term approach to application architecture and implementation plan is necessary to allow for FMD and State Stakeholders required functionality to be achieved on an incremental basis

	3
	Customization of AiM modules will be avoided by adapting FMD business processes


8.0 Dependencies
· 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
	Module training by FMD staff is completed prior to December 2015
	d

	2
	Existing AiM System hardware will accommodate the processing requirements  of additional procurement modules to be configuration and implementation on the Facilities Management system 
	m

	3
	The existing core network bandwidth sufficient to handle increase in traffic
	m


9.0 Assumptions

	Number
	Description

	1
	Facilities Management can continue to offer building construction,  management and maintenance to user agencies

	2
	Handling of financial transactions are consistent between the CPPM modules and the SHARE financial system

	3
	Revision levels of AiM modules will be compatible with the current revision levels of the already implemented AiM system

	4
	Added functionality in the Aim system will not adversely impact the network performance. 

	5
	System hardware will support the added growth in processing and data storage associated with the new modules that will become functional

	6
	Staffing levels (for GSD IT support and FMD Team,) are assigned as resources  to support this procurement implementation effort

	7
	The AiM system will allow access by outside vendors, Agencies and oversight entities


10.0 Significant Risks and Mitigation Strategy
Risk 1
	Description - Lack of adequate personnel
	Probability: High
	Impact: 
 Schedules will be delayed,  costs may increase and project may not receive the thought and testing required for smooth transition into production/implementation  Surprises may occur during the initial go-live period

	
	Mitigation Strategy: Strategy: Ensure adequate personnel are enlisted to support the effort up front.  Realistically develop schedule and identify potential outsource opportunities ie Project Management, consultants, software configuration, etc.

	
	Contingency Plan: 
 Identify scope priorities and schedule slippage opportunities.  Monitor closely the workload and personnel assignments.  Utilize outside resources if budget will accommodate


Risk 2

	Description- Outsourcing project implementation

	Probability: High
	Impact: System may not fully meet needs.  Costs are increased.

	
	Mitigation Ensure dedicated  Project Manager resource.  Must closely monitor and manage outside implementation team.  Perform regular validation reviews to ensure implementation assumptions used by third party are consistent with user organization(s) as well as track progress to identify issues that may cause schedule delays and cost overruns.  If schedules start to slip, apply additional resources and/or re-focus vendor priorities.  Monitor cost incurrence closely. Structure the third party agreement to incentivize schedule adherence, cost control, and resultant system performance.

	
	Contingency Plan: 
Monitor situation closely and utilize all functionality available.  Worst case: Status quo continues, unable to fully meet statutory requirements, serve customers, and procurement bottleneck. FMD may be required to assign personnel to cover gaps in system/tool availability


Risk 3

	Description 

	Probability: 
	Impact: 

	
	Mitigation Strategy: 

	
	Contingency Plan: 



Risk 4

	Description 
	Probability: 
	Impact: 

	
	Mitigation Strategy: 

	
	Contingency Plan: 



11.0 COMMUNICATION PLAN FOR EXECUTIVE REPORTING

State of New Mexico –Facilities Management Division 

CPPM and ANA PROJECT COMMUNICATION PLAN
	What
	Who/Target
	Purpose
	When/Frequency
	Type/Method(s)

	Initiation Meetings
	All stakeholders*
	Gather information for Initiation Plan
	Before Project Start Date
	Meeting

	Distribute Project Initiation Plan
	All stakeholders*
	Distribute Plan to alert stakeholders of project scope and to gain buy in.
	Before Kick Off Meeting

Before Project Start Date
	Document distributed electronically and posted on project website 

	Project Kick Off
	All stakeholders*
	Communicate plans and stakeholder roles/responsibilities.
	At or near Project Start Date
	Meeting

	Status Reports
	All stakeholders
	Update stakeholders on progress of the project.
	Weekly
	Distribute electronically and posted on project website.  DoIT format as well as supplemental


	Operations/Project Team Meetings
	Entire Operations/

Project Team.

Individual meetings for sub-teams, technical team, and Functional teams as appropriate.
	To review detailed plans (tasks, assignments, and action items).
	Regularly Scheduled.  

Weekly or bi-weekly as appropriate.
	Meeting



	Steering Committee Meetings


	Steering Committee Project Manager
	Update Steering Committee on status and discuss critical issues.  Work through issues and change requests here before escalating to the Sponsor(s).
	Monthly
	Meeting/Presentation

	Executive Sponsor Meetings


	Executive Sponsor(s) and Project Manager
	Update Sponsor(s) on status and discuss critical issues.  Seek approval for changes to Project Plan.
	Not regularly scheduled.

As needed when issues cannot be resolved or changes need to be made to Project Plan.
	Meeting

	Audit/Review 


	IV&V Contractor, DoIT,

Project Director, Project Team 
	Review status reports, issues, and risks.  To identify and communicate potential risks and issues that may effect the schedule, budget, or deliverables.
	Scheduled by IV&V contractor and by DoIT for project certification phase approvals and presentations.
	Meeting/Report

Using DoIT required format

	Post Project Review


	Project Manager, key stakeholders, and sponsor(s).
	Identify improvement plans, lessons learned, what worked and what could have gone better.  Review accomplishments.
	End of Project 
	Meeting/Report 

Project Manager will produce report using DoIT required format.

	Monthly Project Review


	Project Team, Project Director Project Manager, and key stakeholders.
	Review overall health of the project and highlight areas that need action.
	Monthly
	Meeting/Report



	Presentations to Special Interest Groups


	Examples:

LFC, DFA etc.
	To update external groups to promote communication a create awareness of project interdependencies.  
	At project milestones so as to communicate with other interested parties of changes that will be introduced outside of the Project Team.
	Presentation/Demonstration

	Web Site


	ALL Project Team Members.
	Central location to house Status Reports, meeting minutes, Project description, and Project Plan.  For any communications that can be shared with all staff.
	Update weekly with Status Reports; otherwise, as necessary.
	Electronic Communications Venue

	User Updates/Status
	FMD Staff
	General communications
	At weekly staff meeting
	Meeting/Demonstrations

	Other…
	To be determined by the Project Team
	General communications
	As needed
	


*stakeholders “…any person or group who has a vested interest in the success of the project, i.e. either provides services to the project, or receives services from the project.  A key stakeholder is defined as: A person whose support is critical to the project – if the supports of a key stakeholder were to be withdrawn, the project would fail.”
12.0 INDEPENDENT VERIFICATION AND VALIDATION - IV&V

IV&V focus depends upon the type of project, with various emphases on project and product deliverables. 

The following check list is based on Exhibit A of the OCIO IV&V Contract Template, and the Information technology template. . It is included here to provide a high level of the type of IV&V accountability the project envisions:
	Project/Product Area
	Include –Yes/No

	Project Management
	Y

	Quality Management
	Y

	Training
	Y

	Requirements Management
	Y

	Operating Environment
	Y

	Development Environment
	N

	Software Development
	N

	System and Acceptance Testing
	Y

	Data Management
	N

	Operations Oversight
	

	Business Process Impact
	Y


13.0 Project Charter Agency Approval Signatures

	
	signature
	date

	Ed Burckle, Executive Sponsor
	
	

	George Morgan Business Owner
	
	

	karen Baltzley, Project Director
	
	


14.0 Project Charter Certification Approval Signature
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