Step 1: Define the Project

What is the ultimate purpose? To provide the information needed for data-driven legislative requests for Fixed Capital Outlay funding, budgeting decisions, and division Success Map reporting

	What question(s) are we trying to answer?
1. What is the overall statewide condition of our facilities?
2. What is the cost to significantly improve our facilities’ conditions?
3. How can we tie these costs to our long-term planning?
	
Why are we doing this project? The division does not currently have an objective, data-driven program for assessing, estimating, allocating, and monitoring facility conditions.

What is the scope of the project? To provide a facility assessment program which provides valid and reliable facility condition assessments and associated cost estimates. As able, integrate additional functions to reduce the burden on field staff for other data collection programs.

	What aren’t we trying to answer even though it’s related? We aren’t trying to provide individual building/system assessments at the level of detail needed to provide a detailed cost estimate for a single repair project. 

What is the lifespan? 10-16 years (10 years for Success Map objective; 16 years to the 100th anniversary)


Step 2: Identify & Meet with Stakeholders

Who are the stakeholders? Director’s office, District offices, park managers, central office bureaus
Have we met with them? Mostly. D2, D4, and D5 are less involved thus far but training sessions are being planned. Also, the chiefs for BOS and OGT have not been involved. (Matt Mask from BOS has been involved.)
What information did we glean from meeting with them? The director’s office provided confirmation of the project approach, and guidance for data completion for this fiscal year. All districts provided feedback in beta testing which was integrated, and two districts are represented in the core of the project team. Park managers have provided beta testing feedback as well as questions and feedback in the district training sessions. 
Based on those meetings, do we have additional stakeholders? Not at this time.




Step 3: Set & Prioritize Goals

What are the goals of the project?
1. Assess the condition of all state park buildings this year
2. Calculate cost estimates associated with the assessments
3. Provide data reports in support of the legislative budget request process and future division budgetary decisions
4. Add linear facilities into next year’s data collection
5. Enable annual repetition of the assessestimatereport cycle

	Do those goals address the project definition? Yes.
		And how? Is any part of the project not treated? 

How does the stakeholder information inform the goals of the project? Stakeholder information and feedback thus far has reinforced the project’s initial direction and also provided avenues for added value.

What is the prioritization ranking of the goals of the project? The highest priority goal is #3 in the list above. Goals 1-2 must precede as enablers. 
How do we prioritize the goals of the project? In a logical sequence based on the immediate (building costs) and long-term (all facilities) needs of the division as related to the division Success Map.



Step 4: Establish measurable criteria for success

What does “success” in this project look like? Success looks like the accomplishment of the goals listed above. In other words, success is the completion of assessments for all state park buildings, with corresponding cost estimates for the deferred maintenance. This data, provide through reports to division management, is used for upcoming budget requests as well as project selection and funding allocations to the districts and parks.

	What is the definition of complete/accurate? Complete and accurate for scoring is all state-owned and maintained buildings in state parks are scored using the established scale. For the cost estimates, completion is the application of an estimate for each assessed building, with accuracy of formulas approved by BDC and accurate estimates for each “unique, iconic” building provided by BDC.

What percentage of completion/accuracy is acceptable? Completion is 100% of buildings assessed. Accuracy for scoring needs to be determined. Accuracy of estimates is targeted at 90% (for all of a park’s buildings; not for an individual building).
	
How do we assess complete/accurate? GIS team members can report on completion. BDC is responsible for assessing accuracy of scoring and estimates.

What does an audit look like? An audit typically takes the form of a review of the project’s methodology and procedures, followed by a review of the actions taken throughout the project to ensure the method/procedures were followed consistently and objectively. Once the project becomes a continuing program, an audit would ensure the program’s published procedures are followed consistently and objectively. 


Step 5: Define Critical Project Milestones & Deliverables

When does the project need to be done by? 6/30 for current fiscal year; Timing in future years to be determined.

What steps along the way are “important”? Planning, training, data collection, data review/validation, and reporting.

How do we decide what’s “important”? By comparison with the division Success Map. 

	What needs to be done for/at each of the “important” steps? Each step requires a PlanDoCheckAct cycle.

	What are the prerequisites before moving to the next step? Project team review/consensus session. 

What are we ultimately responsible for submitting to management? A written executive summary of the results, a written appendix detailing the methodology, and QLIK data visualization/reporting.
	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)
	Training team(s) Harrison, Neuse, Madden, BDC proj. mgr., District ABC/OMC
	Core team Madden, Neuse, Harrison, Yero, Faure
	Other?
What are the roles?
	Project sponsor (Appendix 1) Which assistant director?
Project manager (Appendix 2) Madden currently; 
Subject-matter lead(s) Neuse (technology) and Matson (facilities)
Technical lead (?)
Other roles



Step 7: Choose the right software for project management

How do we want to accomplish this? Determined
Have we looked at all options? No
	Contractor vs in-house vs mix Outsourcing may be on the table in the long term
Is this a short-term or long-term solution? In-house for at least the short term
Does the selection accomplish the tasks? Yes, so far
	Software, hardware, licenses, training, etc



Step 8: Create the Project Schedule

What needs to be done by when by whom and where?
· D2 training  data collection
· D4 training  data collection
· D5 training  data collection
· D5 (Keys) training  data collection (possibility)
· Vetting of scoring
· Assessments/Estimates for unique buildings
· Reporting

Where is there flexibility/rigidity?
· Flexibility in how/when we complete the list above.
· Rigidity in deadline for reporting prior to end of fiscal year with 100% of buildings assessed.
Does the schedule make sense? Yes
 


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”)? Most members of the project team may be replaced with little/no risk to the project. Loss of one of the GIS team members would provide extreme challenges.
Is that an acceptable “bus factor”? 
How can we increase the “bus factor”?
Cross-training? This is the short-term best answer
Hire additional staff? Division has committed to this, but in the longer term

Could morale become a problem? Of course
	What are some possible causes/solutions? Management interventions to confirm priorities and manage workloads

What are some technology hurdles to be wary of? These items best answered by Brady and Adam?
	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? Division director has provided confirmation of our process and the milestones achieved thus far. 

[bookmark: _GoBack]How do we address possible failings to meet requirements? Any shortcoming identified this year can be addressed prior to the next annual cycle.
	Pause project; keep moving; etc 



Step 11: Evaluate Project Results

How did everything turn out? These will be great discussions.
Did we accomplish the task?
Would we do this the same way again?
What can we learn to do better?





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
