Step 1: Define the Project

What is the ultimate purpose?
Develop a 10-year plan for addressing structural maintenance needs in the Florida Park Service

	What question(s) are we trying to answer?
	“What are the maintenance needs?”
	“How can we determine the maintenance needs?”
	“How can we convert maintenance needs into budget needs?”
	“What is a long-term budget solution for the maintenance needs?”
“How can we develop a long-term budget solution for the maintenance needs?”

	Why are we doing this project?
1. Determine maintenance needs
2. Develop plan to address needs

What is the scope of the project?
Unclear; whatever needs to happen in order to address purpose

	What aren’t we trying to answer even though it’s related?
	History of current situation
	Personnel impacts (conflicting prioritization, time constraints etc)
Personnel requirements (skill, contractor oversight etc)
	Future construction needs
Future maintenance needs
Historic structure needs
Repair vs replacement

What is the lifespan?
The result of the project is a one-time 10-year plan



Step 2: Identify & Meet with Stakeholders

Who are the stakeholders?
Executive management – project result and high-level budget request
District management – work force implementation and budget allocation
Park staff – work force
Central office – statewide resource management

Have we met with them?
A semi-representative sample

What information did we glean from meeting with them?
[   ]

Based on those meetings, do we have additional stakeholders?
Insurance; DSL-SOLARIS; Safety



Step 3: Set & Prioritize Goals

What are the goals of the project?
1. Develop methodology for maintenance needs assessment
2. Develop mobile application for field data collection
3. Train & support field data collectors
4. Analyze data to reveal needs
5. Develop plan to address needs
6. Provide report on plan

	Do those goals address the project definition?
	Mostly

		And how?
1. Determine maintenance needs – Goals 1-4
2. Develop plan to address needs – Goals 5-6

Is any part of the project not treated?
		Development of the 10-year plan is not adequately addressed

How does the stakeholder information inform the goals of the project?
Additional needs have been identified; alternative solutions have been suggested

What is the prioritization ranking of the goals of the project?
[   ]

How do we prioritize the goals of the project?
Discussions with executive management; additional meetings required



Step 4: Establish measurable criteria for success

What does “success” in this project look like?
Assess each structure completely and accurately
Convert each structure into a budgetary amount
Feasible plan to address needs of each structure

	What is the definition of complete/accurate?
	No missing values
	Values are reasonable

What minimum percentage of completion/accuracy is acceptable?
[   ]

	How do we assess complete/accurate?
	Determine missing values
	Determine outlying values

What does an audit look like?
[   ]



Step 5: Define Critical Project Milestones & Deliverables

When does the project need to be done by?
End of FY18/19

What steps along the way are “important”?
Develop assessment methodology
Develop assessment application
Test application
Review application test
Review methodology results
Train each district
Review each district’s results
Prepare report
Deliver report

How do we decide what’s “important”?
Critical milestones to completion
Management guidance

	What needs to be done for/at each of the “important” steps?
	[   ]

	What are the prerequisites before moving to the next step?
	Methodology development  application development
	Application development  application test
	Application test  application review & methodology review
	Application review & methodology review  Implementation
Implementation  Results
Results  Plan
Plan  Report

What are we ultimately responsible for submitting to management?
10-year budget plan for addressing current maintenance needs

	Format, information/content, “narrative”, etc?
	[   ]



Step 6: Select team members, and assign responsibilities

Who makes up the team?

	Work group(s)

	Beta-test group(s)
	Maclay, Paynes Prairie, Wekiwa Springs, Myakka, JD

	Training team(s)

	Core team

	Other?

What are the roles?

	Project sponsor (Appendix 1)
	[   ]

Project manager (Appendix 2)
[   ]

Subject-matter lead
Philip Madden

Technical lead
Adam Neuse

Other roles




Step 7: Choose the right software for project management

How do we want to accomplish this?
Use map-based application to facilitate field visits and simplify data entry:
Collector for ArcGIS

Have we looked at all options?
No

	Contractor vs in-house vs mix
	[   ]

Is this a short-term or long-term solution?
Short-term – funding constraints; lack of dedicated personnel

Does the selection accomplish the tasks?
For the nonce

	Software, hardware, licenses, training, etc
	[   ]



Step 8: Create the Project Schedule

What needs to be done by when by whom and where?
Develop assessment methodology
	Week 1-4; subject-matter expert and staff
Develop assessment application
	Week 4-6: technical lead and staff
Test application
	Week 6-8: all hands
Review application test
	Week 8-10: technical lead, staff, and demo team
Review methodology results
	Week 8-10: subject matter expert and staff
Train each district
	Week 10-30: training team and staff
Review each district’s results
	Week 14-34: subject matter expert, technical lead, and staff
Prepare report
	Week 34-36: subject matter expert and staff
Deliver report
	Week 37: subject matter expert and technical lead

Where is there flexibility/rigidity?
No flexibility – lack of funding allocation and strict deadline

Does the schedule make sense?
No.
 




Step 9: Complete a Risk Given

What’s the minimum number of people losable before the project is no longer possible (i.e. “bus factor”)?
One

Is that an acceptable “bus factor”?
No.

How can we increase the “bus factor”?
Cross-training; hire additional staff; rework project model

Could morale become a problem?
Yes.

	What are some possible causes/solutions?
	Overworking; lack of direction; lack of engagement

What are some technology hurdles to be wary of?
[   ]
	How do we address tech hiccups?
	[   ]
	Is the required tech (servers, phones etc) reliable or even available?
	[   ]
		Have we talked to the tech side?
			[   ]
			Overall feasibility?
			[   ]
			Projected down-time/maintenance?
			[   ]
How does a methodology error affect the project?
[   ]
	How do we check a technology methodology error?
	[   ]
		How do we know if one exists?
		[   ]
	How do we check a subject-matter methodology error?
	[   ]
		How do we know if one exists?
[   ]	
What are some risks not discussed?
[   ]



Step 10: Test Deliverables

At each milestone: do the results meet the requirements of the deliverable?
[   ]

How do we address possible failings to meet requirements?
[   ]




Step 11: Evaluate Project Results

How did everything turn out?
[   ]

Did we accomplish the task?
[   ]

Would we do this the same way again?
[   ]

What can we learn to do better?
[bookmark: _GoBack][   ]





Appendix 1

Project Sponsor Role
[bookmark: _Hlk4588859]The Project Sponsor is the individual with overall accountability for the project who is primarily concerned with ensuring that the project delivers the agreed business benefits.
The Project Sponsor acts as the representative of the organization, and plays a vital leadership role through:
providing 'championship' for the project
providing expertise and guidance to the Project Manager
acting as the link between the project and management decision-makers
acting as an arbitrator and making decisions that may be beyond the authority of the Project Manager

Project Sponsor Responsibilities
Typically the Project Sponsor will be responsible for:
ensuring that the business need is valid and correctly prioritized
ensuring that the project is properly launched
ensuring that the project remains a viable proposition
ensuring changes to the project are properly managed
ensuring risks are managed
establishing the project organization, roles and reporting structure
ensuring the project is under control
approving key project deliverables
initiating project reviews and supporting the process of review
resolving issues (typically competition for resources and priority clashes) that are beyond the control of the Project Manager
resolving conflict and removing obstacles to progress
overall quality of the project, both the methods used to develop it and the end product.
During the life of any project, business circumstances may change considerably, making it impossible for the Project Manager to carry out his/her job. Examples are such things as changes of policy, adverse business conditions, etc.  In such cases the Project Sponsor is responsible for recognizing and reacting to any such circumstances.


Appendix 2

Project Manager Role
[bookmark: _Hlk4588878]The role of Project Manager is to act as the bridge between the business managers (sponsor, stakeholders) and the project team, and to deliver the project on time, within scope and budget.
As an agent of change, the Project Manager has to understand the impact of the results of the project on the organization. This requires him or her to understand both the business context within which the project is being undertaken and have a good understanding of the issues associated with managing change.
The Project Manager provides the direction and process for the project team and is the central driving force of a project and needs to possess both the authority to make decisions and the experience to make the right ones.

Project Manager Responsibilities
The Project Manager will usually be responsible for ensuring that the project outputs (deliverables) meet the business requirements and are delivered on time and within budget.
Much of the job of the Project Manager is concerned with asking questions, such as:
WHAT are we doing
WHY are we doing it
HOW are we doing it
WHO is doing what
WHERE are project documents and records
WHEN are things being done
In more detail, the Project Manager is responsible for:
implementing an appropriate project management process
implementing an appropriate project development process
preparing the project plan
creating and managing the project team
delegating objectives and tasks to each team member
monitoring and managing project progress
identifying and managing risk and issues
managing the scope of the project and controlling changes
communicating within and beyond the project team
reporting project progress to Sponsor

