Enterprise Project Management Initiative
Executive Summary
At a time when budgetary challenges became more and more aggressive, the Commonwealth of Kentucky determined in late 2000 it must develop a more disciplined and structured approach for managing Information Technology (IT) projects, thus assuring the greatest potential for project success and maximizing the utilization of its budgetary dollars. This underlying concept was not a new vision, since private industry and other state governments had realized this need for change and had already begun the process of improving their project management services, and as a result, have realized the benefits of this increased efficiency.
Starting in early 2001, the Commonwealth's Enterprise Project Management Initiative was begun as the need for consistent managing, monitoring and reporting became apparent especially as large IT projects began vying for scarce enterprise dollars. The primary goals of the Initiative were the assessment of Commonwealth Project Management practices; the development of an Enterprise Project Management Framework and Methodology; the establishment of an IT project review and approval process; and an Enterprise Project Portfolio to track the progress of the Commonwealth's IT projects.
The first step toward successful completion of this new aggressive initiative was the chartering of the Project Management Framework (Framework) Project which was the foundation of the initiative. The primary objectives of the Framework Project were to assess the existing project management practices within the Commonwealth, to begin an extensive focus on critical project management deficiencies, and for the development of a framework document that contained standard project management processes and practices that would be applicable and scalable to all Commonwealth business areas. 

Utilizing key staff from the Governor’s Office for Technology, in a collaborative partnership with other Commonwealth agencies, the arduous process of researching and gathering industry 'best practice' information for possible inclusion in the final deliverables of the Framework Project was begun.  It was determined that the Framework project would be organized and completed in phases - first the Initiation phase, followed by Planning, Execution and Control, and Closeout phases. Once the Initiation phase of the Project had been completed, validated and accepted, the Commonwealth then began the task of developing the process to be used for reviewing and approving future projects. This effort led to the development of the Commonwealth's Enterprise Project Approval Policy.
After the Framework Project had been completed and the deliverables finalized, a review was conducted by an external consultant and with Gartner prior to being submitted for final review by the Commonwealth's Enterprise Architecture and Standards committee. Following all reviews, on September 15, 2003, the Project Management Framework document was approved as an Enterprise Project Management Standard and subsequently required to be used on all IT projects throughout the Commonwealth. As part of their review, the committee validated that the finalized Framework document was not only easily adaptable to meet the unique requirements of IT projects of all types, regardless of size, complexity, scope, visibility and risk throughout the Commonwealth, it established a structured business discipline for managing the projects. 
The final goal of the Enterprise Project Management Initiative was the establishment of an Enterprise Project Portfolio (Portfolio) to track all projects that had previously been approved through the Enterprise Project Approval Policy process. In order to gather the necessary project information, all Enterprise IT projects that had previously been reviewed and approved through the approval process would now submit quarterly project status reports until their respective projects had been completed. At that time, the project team would then submit a project close-out report for the final update to the portfolio.
NASCIO Project Submission

The Commonwealth of Kentucky's Enterprise Project Management Initiative is being nominated to NASCIO for award consideration in the category of State IT Management Initiatives Category. 

A. Project Description

The Commonwealth of Kentucky's Project Management Initiative started in 2001 as the need for consistent managing, monitoring and reporting became apparent due to large IT projects vying for enterprise dollars. Also, the need for consistent project management practices became very apparent. The Initiative had three goals; develop an Enterprise Project Management Framework Standard, develop an Enterprise Project Approval Policy, and develop an Enterprise Project Portfolio. The chart below depicts how each of the Initiative's deliverables fit together with the Enterprise Project Management Framework Standard set as the foundation.
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GOAL # 1 - Enterprise Project Management Framework

The primary goal of the Commonwealth's Project Management Initiative was the development of an Enterprise-wide Project Management Framework structure that was adaptable to meet the unique requirements of Commonwealth IT projects of all types, regardless of complexity, scope, visibility and risk.  The Project Management Framework, adapted as an Enterprise Project Management Standard on September 15, 2003, was not intended to be a step-by-step recipe or cookbook for managing a project nor would it eliminate the need to apply professional experience, expertise and judgment on every project.  It was understood that most projects contain far too many variables and specifics to support a prescriptive structure.

The major objectives of the Project Management Framework project were to:

· Provide a foundation for ‘best practice’ repeatable project management practices for each phase of the IT project life cycle;

· Support all projects regardless of scope, complexity and the product or service being produced;

· Become the IT enterprise standard for project management processes;

· Facilitate a standard project reporting structure;
· Support a standard portfolio management process; and,
· Identify the core and technical skills required for all project managers.
The key to the successful development of the final Framework document was the extensive collaborative effort of key personnel from the Governor's Office for Technology and representatives from multiple agencies throughout the Commonwealth that spent months pouring over research and 'best practice' material to carve out the final product. Included in the Framework document are recommended processes and procedures for each phase of the project's life cycle along with supporting templates.

This Enterprise-wide team developed the Framework consistent with and based upon the Project Management Institute's The Project Management Body of Knowledge (PMBOK).  The standards adapted by the Framework consider PMBOK's nine areas of project management knowledge and practice. The Commonwealth’s Framework defined the following hierarchy of related components:

· Phases

· Processes

· Activities

The Framework organized project management into four tightly integrated, repeatable phases that take place throughout a project’s life cycle – Initiation, Planning, Execution and Control, and Closeout.
· Project Initiation activities occur before the project actually begins and answers the questions why, what and how. Why the project needs to occur, what the project will produce and how the desired product will be developed. At this point in the project life cycle, the product and the project work is typically still at a very high conceptual or strategic level. The details of the work to be performed are still to be defined. These activities formed the basis of the Enterprise project review and approval process as defined in goal #2.
· Project Planning activities translate the high level concepts defined during Project Initiation into product requirements that in turn establish the scope of the project. Once the project scope is defined, project planners develop the project schedule and estimate project cost. Project Planning also involves defining the project organization and communication structures and developing the management processes that will be used throughout the project.

· Project Execution and Control activities involve coordinating resources to carry out the project plan and ensuring that project objectives are met by regularly measuring progress. Revisions to the Project Plan may be required when variances in project work occur. These activities form the initial input to achieving goal #3. 
· Project Closeout activities include obtaining formal acceptance of the project, documenting lessons learned throughout the project and organizing project documentation for archiving. These activities are the final input as defined in goal #3.
Each of the above major phases of project management is composed of a series of project management processes. Although the Framework organizes project management processes sequentially, each process is interrelated and would be conducted iteratively as multiple processes interact. The Framework even goes into detail of describing activities that are typically performed to complete each process. 

An added feature that was included in the Framework was a complete identification of both the core, or soft skills needed by a project manager, and the technical skills needed to manage Commonwealth IT projects.

GOAL # 2 - Enterprise IT Project Review and Approval Process 

The second goal of the Project Management Initiative was to establish a review and approval process that met the following objectives:

· Coordinate IT investments across the enterprise to avoid duplicate investments wherever possible;

· Validate that IT investments align with the Commonwealth’s strategic plan and with the Enterprise Architecture Principles and Standards; 

· Ensure that the Commonwealth considers potential project risks and only undertakes projects with a level of risk that we can knowingly assume and manage; and,

· Verify that standard Commonwealth project management practices are employed when initiating projects.

The resulting effort led to the development and implementation of an Enterprise IT Project Approval Policy that went into effect September 1, 2002. The Policy required all Executive Branch Agencies, under direct authority of the Governor, initiating IT projects or initiatives where the estimated cumulative project cost was $400,000 or more from concept through implementation, follow the guidelines set forth in this newly developed policy. According to the policy, prior to the expenditure of Commonwealth funds, Agency or Cabinet CIO's submit a review request to the Office of the Commonwealth CIO that includes a copy of the Project Charter and other supporting Project Initiation documents. As part of the review process, the Commonwealth CIO will ensure that all major IT efforts are consistent with the Commonwealth’s strategic direction for information technology and with the Enterprise Project Management Framework.  This policy is intended to enhance the probability of IT project success across the enterprise.
GOAL #3 - Enterprise Project Portfolio

The third and final goal of the Project Management Initiative was to establish an Enterprise Project Portfolio, finalized in December 2003, which would track the progress of those projects having been approved as part of the Enterprise Project Approval Policy. Once a project has been approved, or otherwise placed on the Enterprise Project Portfolio, an Enterprise Project Status Report must be provided to the Office of the Commonwealth CIO quarterly (January 15th, April 15th, July 15th, and October 15th of each year) until the project has been completed or stopped.
The following outlines the specifics of the Enterprise Project Status Report:

· All projects that have been reviewed and approved as part of the Enterprise IT Project Approval Policy must submit Enterprise Project Status Reports.

· Status Reports are to be submitted quarterly on January 15th, April 15th, July 15th, and October 15th of each year until the project is completed or stopped.

· Submit the completed Enterprise Project Status Reports to the Office of the Commonwealth CIO, Governor's Office for Technology.

Once the project has been placed on the Enterprise Project Portfolio, an Enterprise Post-Project Closeout Report must be provided to the Office of the CIO once the project has been completed or stopped.

The following outlines the specifics of the Enterprise Project Closeout Report:

· All projects that have been reviewed and approved as part of the Enterprise IT Project Approval Policy must submit Enterprise Project Closeout Report following their final status report.

· Submit the completed Enterprise Post-Project Closeout Report to the Office of the Commonwealth CIO, Governor's Office for Technology.
B. Program Significance to Government Operations

The Enterprise Project Management Initiative has had a significant impact on the way IT projects are planned, executed and managed throughout the Commonwealth. Not only has it identified the important role project management plays in the management of projects, it has also focused additional attention to the strategic planning that goes into initiating a project. By placing extensive focus on the 'business' needs the project is intended to address and identifying the 'measurable' business objectives the project deliverables are intended to achieve, then successful projects really will equate to a wise investment of taxpayer dollars.
The Project Management Initiative has now become an integral part of all Commonwealth IT projects' which have a total expected cost of greater than $400,000. This initiative has helped ensure that all projects are well defined and aligned with the Commonwealth’s Strategy Plan before any expenditure can be made on projects. The Commonwealth CIO Advisory Council can now take a more proactive role of reviewing and analyzing project information which also allows for more timely corrective action if necessary.
This added structure and discipline resulting from the Initiative has also assisted the Auditor of Public Accounts by helping identify and eliminate risk and track the investment of taxpayer dollars.
C. Benefits

The initial benefit of the Enterprise Project Management Initiative is the Project Management Framework which is providing the Commonwealth with a set of documented processes and procedures which are easily followed and replicated and in doing so, enabled the Commonwealth to achieve all of its major objectives the Initiative had set out to accomplish.

Another ongoing benefit to the Commonwealth is quarterly status reporting. This provides the opportunity to recognize troubled projects in distress and take remedial action and advise the agency how to take corrective action. These status reports when combined with the Enterprise Project Portfolio provide the Commonwealth a single source for inventory of active projects across the Enterprise.
Other more general benefits to the Commonwealth resulting from this initiative are:  

· IT projects are being conducted in a disciplined, well-managed and consistent manner;

· Projects have clearly defined measures of project success that represent the intended business goals and objectives;

· There is now improved project accountability through established project roles and responsibilities;

· There is now increased control of project scope, risk, cost and schedule;

· There are now adaptable, scalable processes that meet the unique requirements of IT projects of all types, regardless of complexity, scope, visibility and risk;

· There are now repeatable processes that we all recognize and come to expect on any IT project.

D. Return on Investment

A specific dollar savings from this Initiative is difficult to quantified, however the intangible ROI of the Enterprise Project Management Initiative has been significant. The most significant of those intangibles are:
· A consistent process for developing business cases to support IT project investments;
· Stronger business controls over large IT expenditures;
· An established metrics to track and measure project performance against plan;
· The improved quality of project deliverables;
· A higher level of customer satisfaction due to increased awareness of customer expectations;
· Better grasp of gathering project requirements in order to have more accurate and realistic estimates of project costs; and,
· Improve project risk identification and mitigation.
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