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	Project Management Areas
	[bookmark: _Toc303254539]Project Plan Elements and Checklist

	Governance (1)
	

	
	Templates are available for those plans highlighted in red.

	
	

	
	· Project Management Decision-Making Structure 
· Defined: The project management decision-making structure identifies the roles, responsibilities, and authorities of the project team. It is clearly defined and communicated to all stakeholders. Refer to the SEARCH project management decision-making structure template. 

	
	· Project Charter 
· Defined: The project charter includes the project Purpose or Justification. Measurable objectives, High-level requirements, High-level project description, High-level risks, Summary milestone schedule, Summary budget, Project approval requirements, Assigned project manager, responsibility and authority level, and name of the Executive Sponsor or other person(s) that authorize the project.  The project charter is developed in cooperation with all stakeholders, signed by the Executive Sponsor, and communicated to all stakeholders.  Refer to the SEARCH project charter template.

	Human Resources (2)
	· Project Staffing Plan  
· Defined:  The project staffing plan defines team roles, responsibilities, and authorities. Decisions are made with full user involvement.  User committees are involved as part of the project management decision-making structure. This can be integrated with the project management decision-making structure. 

	Scope (3)
	· Project Scope Statement
· Defined: The project scope statement defines what is included and what is not included in the project. Scope is clearly defined with the project team, users, and vendor. Scope is realistic, with achievable expectations. A well-developed and executable change management process is used to manage “scope creep.” Scope is managed in alignment with the goal, objectives, and business case detailed in the project charter.

	Time (4)
	· Project Schedule
· Defined: The project schedule included the dates for planned activities and dates for milestones (significant project events). The project schedule is developed by the project team with full user involvement. It is realistic, identifies deliverables, measurable interim milestones, and resources within a master schedule. 

	Cost (5)
	· Project Budget
· Defined:  The budget includes all the estimated costs for the project activities and deliverables. A realistic budget takes into account internal/external one-time and reoccurring cost estimates. It is created by the Project Manager in cooperation with financial representatives after the scope is defined and the schedule completed. The budget may also include lifecycle planning to promote sustainment.

	Quality (6)
	· Project Quality Assurance (Q/A) Test Plan
· Defined: The quality assurance plan articulates the Q/A process. Functionality, reliability, and performance requirements are clearly defined and minimum acceptance criteria are identified, specific, measurable, and valid. 

	
Communications (7)
	· Project Communications Plan
· Defined: The communications plan clearly identifies who you need to communicate with, what they need communicated to them, in what detail, and how often.  A comprehensive communications plan effectively keeps users and stakeholders informed, involved, and up-to-date throughout the life of the project.  Refer to the SEARCH project communications plan template.

	Risk (8)
	· Project Risk Management Plan
· Defined: The risk management plan identifies the risk, severity, probability, frequency, and responsible party for the response. Response and mitigation plans are developed for each risk. The plan is created after scope is identified and updated throughout the project. Refer to the SEARCH project risk management plan template. 

	Procurement (9)
	· Project Procurement Process Plan-RFP, RFI, etc.
· Defined:  A procurement plan identifies the structured method for acquiring the equipment/technology based on functional specifications and needs involved the stakeholders. A detailed procurement document is developed to support a comprehensive selection process (vendor reference checks, financial report reviews, and current user evaluations, qualitative and quantitative evaluations).

	Integration (10)
	· Project Management Integration Plan 
· Defined:  The project integration includes formal documentation for governance; human resources, scope, time, cost, quality, communications, risk and procurement. The project integration plan is framework/outline for the above mentioned plans.  Refer to the SEARCH project assessment checklist. 


[bookmark: _Toc303254540]Project Manager Job Description

Job Overview
The Public Safety Project Manager will:
· Oversee, plan, schedule, and control activities related to planning and implementing new law enforcement information systems.
· Fulfill project objectives by applying theoretical, managerial, and communications skills to satisfy project requirements.
· Lead, coordinate, and integrate Committee and individual efforts in this regard and build positive professional relationships with users.
· Report to the project’s Executive Sponsor and Steering Committee, and preside in the User and Technical Committees and ad hoc working groups throughout the course of the project.

Responsibilities
· Structures projects and activities.
· Develops project plans and schedules (using the work breakdown structure [WBS]).
· Manages projects within the established schedule constraints.
· Controls project costs to ensure budget performance and compliance with grant requirements.
· Ensures compliance with agreed-upon project management procedures.
· Manages, coordinates, integrates, and facilitates the efforts of individuals and Committees and other resources associated with the project.
· Supervises subcontractors and outside professional services.
· Coordinates project-planning activities.
· Coordinates project-purchasing activities. Interfaces with vendors to ensure conformance to specifications/standards and the Project Plan, and with City/County procurement officials to ensure compliance with purchasing/contracting regulations.
· Effectively communicates in meetings, conversations, and presentations in a concise, clear, and professional manner.
· Professionally directs and leads meetings.
· Prepares and issues written correspondence, including progress reports, meeting agendas and minutes, proposals and project summaries to project leadership, committees, stakeholders, and staff.
· Ensures timely follow-up to all commitments.
· Compiles all project files.

· Researches and applies appropriate technologies to support scope of work documents, designs, and specifications.
· Keeps in touch with technological developments within specific discipline/area of expertise.
· Supports and interacts with other Project Managers, where appropriate, to ensure the success of their projects and the successful integration between projects.
· Provides employee and contractor performance feedback as required.
· Develops a workload management plan (resource planning) that organizes and forecasts personnel allocation to assignments.
· Develops task estimates.
· Continually evaluates Project Plan for alignment with the agency’s overall strategic IT vision.
· Performs other duties as required.

Required Skills
· Ability to effectively organize and structure activities.
· Strong analytical capabilities.
· Ability to grasp strategic concepts.
· Strong strategy development skills.
· Exceptional verbal and written communication skills.
· Good understanding of business and financial principles.
· Ability to lead and facilitate multiple activities and resources.
· Ability to develop master project schedule, complete with work breakdowns and assignments.
· Direct and control all work performed within the WBS.
· Ability to assign tasks.
· Effective problem-solving skills.
· Basic computer usage skills.

Personal Attributes
· Strong interpersonal skills.
· Strong managerial skills.
· Team-building skills.
· Ability to motivate and develop others.
· Tenacious.

· Thick-skinned.
· Effective communicator.

Working Conditions
This project may require the following:
· Extended hours.
· Travel throughout the United States to review other law enforcement automated systems and attend applicable conferences and/or training.

Note: This content is based on the Law Enforcement Tech Guide: How to plan, purchase and manage technology (successfully!), developed by SEARCH and published in 2002 under a cooperative agreement with the U.S. Department of Justice Office of Community Oriented Policing Services (COPS), http://www.search.org/files/pdf/TECHGUIDE.pdf 
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[bookmark: _Toc303254542]How to Use This Template

This template is designed so that you can use it within your agency to create a Project Decision-making Structure. SEARCH has used two primary sources to develop this model: 1) the Law Enforcement Tech Guide: How to plan, purchase and manage technology (successfully!), A Guide for Executives, Managers and Technologists[footnoteRef:2] (LETG) and 2) A Guide to the Project Management Body of Knowledge (PMBOK® Guide, 4th Edition).[footnoteRef:3] [2:  Prepared by SEARCH and published by the U.S. Department of Justice Office of Community Oriented Policing Services, 2002.  Available online at http://www.search.org/programs/safety/techguides/]  [3:  Published by the Project Management Institute, December 2008.  See http://www.pmi.org/PMBOK-Guide-and-Standards.aspx] 


This template is divided into two sections:

SECTION 1: Model content and instructions. This section provides instructions on how to create the Project Decision-making Structure—what to consider, who to engage, and what information to collect—and provides sample content. Collect the information as instructed.

SECTION 2: Blank template.  After you have collected the information described in Section 1, populate one of the blank Project Decision-making Structure templates provided in Section 2 and then remove the Instructions pages.  Once completed and approved, the document can then be used as your formal Project Decision-making Structure.  Remember, decision-making is updated throughout the project, so come back as necessary and update the Decision-making Structure.

Follow-up actions to take: 

· After the Project Decision-making Structure has been drafted, present it to the Project Steering Committee[footnoteRef:4] for review and feedback. The Executive Sponsor and Project Manager should sign the final document. [4:  LETG definition: “Members are generally high-level managers and/or supervisors within the agency. This group will ensure that a structured project management process is adopted and followed. Provides constant guidance and oversight to the project, its progress and deliverables, and will make most decisions related to the project.”] 


· Reach out to stakeholders (those who are affected by the project and/or those who can affect the project) and ask them to contribute to the process of developing the decision-making structure.  Also, it is critical to clearly define and communicate to the stakeholder group the project roles, responsibilities, and authority.

· Communicate: The Project Manager should distribute the Project Decision-making Structure to anyone who has a stake in the project.  Update this document for the entire duration of the project to ensure the decision-making structure is effectively meeting the needs of project stakeholders.


SECTION 1: PROJECT DECISION-MAKING STRUCTURE INSTRUCTIONS

WHAT: Develop a decision-making structure for your public safety project that:
· provides leadership and accountability,
· defines the business of the agency,
· analyzes technical environments, policies and solutions, and
· effectively manages projects.

WHY: To ensure that there is a well-defined decision-making structure with clear responsibilities and authority, that the structure is officially sanctioned, and that it involves users to address business problems.

WHO: Agency leadership (executive/senior management), users (patrol officers, investigators, fire fighters, emergency medical services (EMS) providers, dispatchers, records clerks, crime analysts, community policing experts, etc.), a dedicated Project Manager, and technical staff.

WHEN:  Immediately—before your project gets underway.

Purpose: 

Technology project success depends on user involvement, strong project management, and a sound structure for project planning and decision-making. Without these essential elements, even the most well-intended and state-of-the-art technology is destined to fail, as it would be designed without strong leadership, effective management, proper planning and the support, input, and commitment of the end users.

IT projects require significant buy-in at all levels. The Chief or Sheriff must support the initiative from a financial, personnel, and business perspective. Users must be willing to use the technology once it is in place. Technologists must understand the technical environment and successfully support the automated systems.  (LETG, p. 23)

Project governance “provides a consistent method of controlling the project and ensuring success.” (PMBOK® Guide 4th Edition, pg. 20)


Step 1:  Identify an Executive Sponsor 
You must first identify an Executive Sponsor, one who will accept the ultimate accountability for the project and who has the authority to sanction the project and make it a priority. This individual will serve as the champion, spokesperson, and leader for the technology initiative.

Additionally, the Executive Sponsor will serve as the project’s ultimate decision-making authority, committing resources (both human and financial), approving budgets, and seeking funding to support the project.  

Without agency leader involvement, projects can be hampered by personality and turf issues, lack of funding, or any multitude of issues that require the agency executive to mediate and/or neutralize.  (LETG, p. 24)

[bookmark: _Toc146521668][bookmark: _Toc147200826][bookmark: _Toc147200880][bookmark: _Toc147200964]
Step 1:  Identify Executive Sponsor 

The most effective Executive Sponsor is an individual with significant rank within an organization who has decision-making authority—often an Executive/Senior manager.

[bookmark: _Toc146521664][bookmark: _Toc147200822][bookmark: _Toc147200876][bookmark: _Toc147200960][bookmark: _Toc147201086]


Step 2:  Identify Stakeholders[footnoteRef:5] [5:  The PMBOK® Guide 4th Edition (p. 442) defines project stakeholders as individuals and organizations who are actively involved in the project, or whose interests may be positively or negatively affected as a result of project execution or successful project completion. A stakeholder may also extract influence over the project.] 


It is critical at the earliest stage in your IT project to identify those people who will be affected by it. Make sure to consider not only those folks who will be using the system, but also those who indirectly play a role in achieving the success of the system. As an initial step, the Project Management Institute advises that it is critical to:

· identify the stakeholders,
· determine their needs and expectations, and
· manage and influence those expectations to ensure a successful project.

Obvious key stakeholders will include the Project Manager, system users, your public safety agencies, and the Chief or Executive Sponsor. But also consider the variety of internal and external project stakeholders:

· City Council or County Commission, and any other policymakers and purse-string holders.
· The public and media.
· Other government and public safety agencies. 
· Others as dictated by your unique needs.

(LETG, pp. 24–25)

Step 2: 

List ALL possible stakeholders
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Step 3:  Create a Project Decision-making Structure

One thing is for certain—successful IT planning and implementation cannot be achieved without a well-defined decision-making structure. There are many ways to set up a decision-making structure to govern IT initiatives.

In this section, two decision-making structure models are offered that specifically reflect the differences between large-scale IT initiatives (undertaken by large, regional, or multijurisdictional policing agencies) and narrowly focused projects of smaller scope (in small- to medium-sized agencies). We suggest that you review both models, as one or a combination of both may suffice for your initiative, given the size of your agency and the scope of your project. 

Follow Structure #1 if:
· Your agency is large (typically, an agency is considered “large” if it employs over 100 sworn public safety personnel).
· Your project is large (involving multiple technologies or a technology that affects multiple units or the entire department).
· Your project is a regional effort (involving multiple agencies and/or jurisdictions).

Follow Structure #2 if:
· Your agency is small- to medium-sized (fewer than 100 sworn public safety personnel).
· Your project is narrowly focused (for a large agency, perhaps it is a project within a specific unit).
· Financial limitations restrict the amount of human resources that can be allocated to project planning.

 (LETG, pp. 25–26)

[bookmark: _Toc157568435]Structure #1 
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Structure #2



Step 4: Define Roles, Responsibility, and Authority

Why is this done? So everyone knows what they and others are responsible for.

The Steering Committee
Who: Captains, Lieutenants, high-ranking non-sworn employees (i.e., dispatch supervisor, records supervisor, IT manager).

Role: Adopt a shared vision; commit to and guide the project; dedicate staff resources; keep abreast of project progress, risks, challenges, successes; provide update reports to Executive Sponsor; remove project barriers; deal with policy and personnel obstacles; and render decisions on issues that impact project scope, time, and cost.

The Steering Committee will provide constant guidance and oversight to the project, its progress and deliverables, and will make most decisions related to the project. They will keep the Executive Sponsor informed of project progress, and advise the Sponsor of specific action the Sponsor may need to take to remove project barriers or to garner resources. Additionally, Steering Committee members are often individuals from the agency who are involved in broader agency strategic planning initiatives and will make sure that the project is properly aligned with the agency’s budget, as well as overall business objectives, such as community oriented policing.

Authority: These individuals can assign and commit staff within their department, division, or unit to participate in the project as needed. This group will ensure that a structured project management process is adopted and followed for the project. The Steering Committee reports to the Executive Sponsor(s).

The Project Manager
Who: Ideally, an individual who has project management skills, experience, and/or training, dedicated in a full-time manner to the success of the initiative.

Role: To provide overall project direction, manage the project’s schedule, serve as a single point of contact with vendors, direct/lead team members toward project objectives, review and approve project deliverables, handle low-level problem resolution, and serve as liaison to the Steering Committee.

Authority: The Project Manager must be selected with careful consideration and may need to be empowered to forego his or her normal duties and assignments, sometimes for periods of  several years or more, depending on the project. The Project Manager is responsible for virtually all aspects of the initiative and is formally accountable to both the Steering Committee and the Executive Sponsor. (Informally, the Project Manager is accountable to the User and Technical Committees.) In the event that outside assistance is used (such as contract consultants), the Project Manager will also be responsible for coordinating activities in terms of adopting any recommended project methodology and/or deliverables and facilitating resources (i.e., ensuring that a group of individuals are available for a meeting). The Project Manager assumes the greatest degree of project responsibility and accountability within this framework. The Project Manager reports to the Steering Committee and the Executive Sponsor(s). The Project Manager has as much authority as the Executive Sponsor(s) provides. 

The User Committee
Who: Subject matter and business process experts for the functions to be addressed (i.e., patrol officer, fire fighters, EMS, detective, dispatcher, records clerk, crime analyst, property manager).

Role: To assist and support in creating a project charter and ultimately the project plan. To analyze existing workflows, define business processes, look for efficiencies, and establish the requirements of any new system.

Authority: This group will be charged with analyzing current business processes and practices, identifying ways to improve workflow and efficiency, and defining how the system will support their business needs to make their work more efficient and effective and solve particular problems. The User Committee will evaluate software and technical solutions to their business requirements. This committee reports to the Project Manager. 

The Technical Committee
Who: Dedicated technical staff from the agency, as well as City/County/State IT staff if support is provided to the agency by the parent organization or central data processing shop of the local jurisdiction.

Role: To understand the vision proposed by the Steering Committee and the User Committee’s workflow and business needs. To analyze the agency’s existing technical environment. To research and propose solutions to the agency’s business needs and problems.

Authority: The Technical Committee will take its cues directly from the User Committee. Once the User Committee has defined what it needs from a business perspective, the Technical Committee will analyze those needs with a focus on the agency’s current technical environment and potential industry solutions. The Technical Committee may be heavily involved in either “building” the solution in-house or evaluating solutions proposed by vendors. This Committee will also have to make important recommendations about training, assigning, and hiring staff to implement, support, and maintain the new system. This committee reports to the Project Manager. 



SECTION 2: PROJECT DECISION-MAKING STRUCTURE TEMPLATE

After you have collected the information noted in Section 1, populate one of the following Project Decision-making Structure templates with text.  Then, remove the Instructions pages from this template, including this paragraph.  Once completed and approved, the document can then be used as your Project Decision-making Structure.  Remember, decision-makers can change throughout the course of a project, so come back as necessary and update the structure, as mentioned in the “Follow-up actions to take” list on page 1.

Executive Sponsor

	The executive sponsor for this project is





Project Stakeholders 

	The project stakeholders are:

















Project Decision-making Structure









Roles, Responsibility and Authority:  

The following represents the roles, responsibilities, and authority for the project participants:


Executive Sponsor
Who: 

Role: 

Authority:

Steering Committee
Who: 

Role: 

Authority:

Project Manager
Who: 

Role: 

Authority:

User Committee
Who: 

Role: 

Authority:

Technical Committee
Who: 

Role: 

Authority:

Insert Other Participants as Needed
Who: 

Role: 

Authority:
[Project Name] 
Project Decision-making Structure 
Acceptance and Approval

The signers have reviewed this Project Decision-making Structure to ensure success of this project as embodied in this [Project Name] Project Decision-making Structure document.

Signing of this document formally approves the content contained in it as accurate.

	
	
	

	


Name
Title
Project Manager 
Agency

	
	


Date

	


Name
Title
Project Executive Sponsor 
Agency

	
	


Date




Document Control


	REVISION HISTORY

	Rev  #
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	Date
	Author
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[bookmark: _Toc303254544]How to Use This Template

This template is designed so that you can use it within your agency to create a Project Charter. SEARCH has used two primary sources to develop this model: 1) the Law Enforcement Tech Guide: How to plan, purchase and manage technology (successfully!), A Guide for Executives, Managers and Technologists[footnoteRef:6] (LETG) and 2) A Guide to the Project Management Body of Knowledge (PMBOK® Guide, 4th Edition).[footnoteRef:7] [6:  Prepared by SEARCH and published by the U.S. Department of Justice Office of Community Oriented Policing Services, 2002.  Available online at http://www.search.org/programs/safety/techguides/]  [7:  Published by the Project Management Institute, December 2008.  See http://www.pmi.org/PMBOK-Guide-and-Standards.aspx] 


The PMBOK® Guide defines a Project Charter as “…The document issued by the executive sponsor that formally recognizes and authorizes the project, and provides the project manager the authority to apply organizational resources….”[footnoteRef:8] [8:  Ibid.] 


This template is divided into two sections:

SECTION 1: Model content and instructions. This section provides instructions on how to create the Project Charter—what to consider, who to engage, and what information to collect—and provides sample content. Collect the information as instructed.
	
SECTION 2: Blank template.  After you have collected the information described in Section 1, populate the blank Project Charter template provided in Section 2 and then remove the Instructions pages.  Once completed and approved, the document can then be used as your formal Project Charter.  Remember, the Project Charter is the formal document that authorizes the project, so it requires a great deal of thought and collaborative stakeholder involvement during its development. 

Follow-up actions to take: 

· After the Project Charter has been drafted, present it to the Project Steering Committee[footnoteRef:9] for review and feedback. After that, Steering Committee members and the Executive Sponsor should sign the finished document.  [9:  LETG definition: “Members are generally high-level managers and/or supervisors within the agency. This group will ensure that a structured project management process is adopted and followed. Provides constant guidance and oversight to the project, its progress and deliverables, and will make most decisions related to the project.”] 


· Communicate: The Project Manager should distribute the Charter to anyone who has a stake in the project.
[bookmark: _Toc286704987]
SECTION 1: PROJECT CHARTER INSTRUCTIONS

Step 1: Craft a Vision Statement/Project Goal

The first order of business for the Steering Committee is to craft a vision statement for the project. It is a means to garner consensus and buy-in at the very start of the project from the principal decision-makers. The vision brings a tangible reality to what the agency will address with the new system and plays a major role in defining the project scope and developing realistic project objectives and milestones. 

Once the vision is established, the Project Goal must be developed. This is a succinct statement regarding why the project is being undertaken.

SAMPLE VISION STATEMENT AND PROJECT GOAL:

To establish and maintain a state-of-the-art mobile data system that maximizes efficiency of agency personnel and management, while making complete and accurate information available on a timely and secure basis, thereby enhancing public and officer safety.
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Step 2: Include Background and Business Case Data

If information is available about the results of previous project activities and the decisions made and lessons learned, include this in the Charter. It can also be useful to document the major reasons for past project failure to avoid the same mistakes in the future. Similarly, include information on approaches that have been successful.

SAMPLE BACKGROUND AND BUSINESS CASE:

This project is to replace mobile data terminals (MDTs) in public safety vehicles. MDTs are computerized devices that are specialized ruggedized laptops manufactured specifically for mobile data terminals and rugged environments.  The MDT is used for messaging and two-way communication from public safety vehicles to the Dispatch System and interfaced to the Computer Aided Dispatch application.  Limitations with the MDTs currently in place in public safety vehicles have been documented and create a need for replacement.  They are as follows:

· A majority of the existing MDTs have been in place for over eight years and run on a non-supported platform.
· The equipment is out of date and cannot support the technical application migration of many of the new public safety technologies today, and they are not upgradeable.
· The existing MDTs allow data transfer capabilities from vehicles to dispatch sites, but technical limitations prohibit the ability to take advantage of enhanced public safety technology.


[bookmark: _Toc286704989]

Step 3: Define Project Scope

A written scope provides a basis for developing, articulating, and confirming a common understanding of project scope among the stakeholders. Scope clearly defines the boundaries of the project. Defining scope also identifies which activities are “in” the project and which activities are excluded.

Scope addresses:
· What users want (functions).
· How well the user requirements are met (quality of).
· When and how it must be developed (constraints).
· Why (the value in the project).
SAMPLE PROJECT SCOPE:

The following related activities are included in the scope of this project:
· Analyzing current processes in place within the Police, Fire, EMS Department for receiving data to terminals in police vehicles.
· Defining functional and technical requirements for the mobile data system.
· Trial and selection of MDT devices.
· Inventory of existing MDT software and devices.
· Contract review and negotiation with vendors.
· Procuring MDT devices and associated software.

The following related activities are not within scope:
· Enhancing or upgrading to existing MDTs in public safety vehicles.
· Purchasing or installing new application software or technology on new MDTs during the phase of this project, as the scope only includes the one-to-one replacement of existing MDTs and mobile CAD software.
· Installing MDTs in City vehicles, other than the Public Safety group.


[bookmark: _Toc286704990]Step 4: Develop Project Objectives

The User Committee should spend some time developing preliminary project objectives for the Charter. Objectives break down scope to the next level of detail. Objective statements should be quantifiable in terms of time, money, and technical quality that the project must achieve to be considered successful.
SAMPLE PROJECT OBJECTIVES:

By replacing existing MDTs in public safety vehicles, the following objectives can be accomplished:

· Bring the public safety team up to the current technology standards available in MDT technology.
· Standardize on the mobile data software.
· Increase the efficiency in the public safety communication process, which in turn, increases citizen safety.
· Provide a higher-speed connection.
· Provide the ability to leverage public safety enhanced technologies.





Step 5: Document Assumptions and Constraints 

Assumptions and constraints are circumstances and events that can affect the success of the project and are generally out of the control of the Project Team.

SAMPLE ASSUMPTIONS:

The project has the following assumptions:
· Police, Fire, EMS Subject Matter Experts (SMEs) will be available to provide functional expertise and support.  
· Technology SMEs will be available to provide technical expertise and support.
· At least two of the identified products will meet the functional and technical requirements.



[bookmark: _Toc146521667][bookmark: _Toc147200825][bookmark: _Toc147200879][bookmark: _Toc147200963][bookmark: _Toc147201089]A constraint is defined as “something that could keep the project from maximizing its potential.”[footnoteRef:10] [10: Source: The Logical Thinking Process, William Dettmer, 2007. The Theory of Constraints is based work of Dr. Eliyahu Goldatt, http://www.goldratt.com/.] 


SAMPLE CONSTRAINTS:

The project has the following constraints 
· Police, Fire, EMS Subject Matter Experts (SMEs) are available only five hours per month to provide functional expertise and support.
· Technology SMEs will be available 40 hours per month to provide technical expertise and support.
· Project funding is very limited due to current financial constraints.
· The project needs to be completed in two years. An analysis of four similar projects indicates that they were completed on average within 2½ to 3 years.
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Step 6: Document Initial Project Risks 

Risk management is a planning process that prepares the agency for dealing with potentially harmful events that could happen in a technology initiative.

SAMPLE RISKS:

The project has the following risks:
· If the proposed source does not provide adequate funds, the project cannot be completed. 
· After the project and its resources have been approved, project team members' priorities may be re-aligned, which would affect the project implementation timeline.
· Developing a sustainable support and maintenance model that considers all factors of supporting a 24/7 high-demand environment—give fair consideration to all models.
· Selecting only one MDT will require a move to an RFP and extending the timelines and scope associated with the replacement project.
· Proper understanding and appreciation for public safety end user scheduling to ensure minimal impact on users and citizen safety.  
· Managing an installation during the peak season.
· Coordinating with other ongoing projects to minimize downtime and impact to users.
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Step 7: Detail Project Staff Resources and Responsibilities

[bookmark: _Toc120353981][bookmark: _Toc120354046][bookmark: _Toc120354293][bookmark: _Toc146521670][bookmark: _Toc147200828][bookmark: _Toc147200882][bookmark: _Toc147200966]It is important to detail the project planning structure in the Charter.  Obviously, not all agency users of the system can participate on the planning team, but through an organizational chart and roster, they can see those who are representing them. Those not on the team, but interested in contacting members to provide input or comments about the project, can do so. 

SAMPLE PROJECT ROLES:

The following core staff resources will be needed in order to plan this project.  Additional resource requirements may be identified during the planning process.
· Role: Executive Sponsor (LETG, pages 24 and 265)
Responsibilities: Receive and review regular status updates from Project Manager.  Provide course correction and assist in the management of risk.  Approve any deviation from original scope and budget.

· Role: Project Manager
Responsibilities: Project Management – Lead the project in determining the tasks and resources required to accomplish the work defined by the scope; establish a project plan that includes the schedule, budget, and communications plan; communicate and provide regular status updates to Project Owner to include task accomplished, task planned for upcoming period, task remaining, funding overview (budget, current expenditures, planned expenditures), issues open, issues closed; obtain approvals of the project plan; monitor the work and budget against the approved plans; manage risk and issues identified by stakeholders and team members.  

· Role: Systems Analyst
Responsibilities: Identify and document technical issues as required; develop written recommendation on selection of MDT options most suitable to meet public safety needs; coordinate MDT testing; help create the test management plan.

· Role: Police, Fire, EMS Subject Matter Experts (SMEs)
Responsibilities: Provide functional expertise on business processes and related systems to assist with requirements definition; create test cases and scenarios; execute tests, and perform training on use of newly installed MDTs.

[bookmark: _Toc286704994]
Step 8: Develop a High-level Timeline

A mechanism to ensure the project is accurately and realistically scheduled so that it can be completed on time within the resources available. The timeline is critical to help avoid delays and associated cost overruns. Includes activities, deliverables, and milestones.

SAMPLE HIGH-LEVEL MILESTONES:

The milestone list below is a high-level schedule—each one of these task will have more detail backup associated with a full work breakdown.

Milestone Description
Start
Finish
MDT Upgrade
11/6/06
1/25/08
MDT Trials
11/6/09
2/7/10
Determine Procurement
2/8/10
2/8/10
Procure MDT and Tiburon MDS SW
2/9/10
5/3/10
Procure MDS Radio
5/3/10
5/3/10
Install MDT and MDS (connection to CADS only)
5/4/10
1/10/11
Test MDT
1/11/11
1/24/11
Cutover
1/25/11
1/25/11
MDT Complete
1/25/11
1/25/11


[bookmark: _Toc286704995]
Step 9: Develop a Preliminary Budget

The primary budget will identify some of the key elements associated with initial and recurring costs in terms of people, materials, equipment, and services (both internal and external) to complete and maintain the entire project.  The preliminary budget will only be an estimate at this initial phase to help determine the scope of cost associated with the project.

SAMPLE PRELIMINARY BUDGET:

The budget below is a high-level schedule — each one of these items will have more detail backup associated with a final budget.

Budget Item
Includes
Cost
MDT Upgrade


Hardware
Ruggedized Laptop, Wireless Card, etc.
$2,300,000
Software
Operating System, Mobile Software, CAD, etc.
700,000
Services
Staging, Installation, Training, Cutover, etc.
550,000
Software Maintenance
Warranty and Additional Years (2–5)
140,000
Hardware Maintenance
Warranty and Additional Years (2–5)
500,000
Consulting
Procurement Assistance, Project Oversight, etc.
350,000
Total

$4,540,000
Contingency
10% Contingency for Scope Changes
454,000

Total w/ Contingency
$4,994,000






Step 10: Develop Project Approval Requirements

What constitutes project success, who decides the project is successful, and who signs off on the project? 

Refer to the model content below. 
SAMPLE PROJECT APPROVAL REQUIREMENTS

For approval of the project to be accomplished, the following requirements must be met:

· The Public Safety team will meet current technology standards available in MDT technology, as defined by the National Emergency Number Association (NENA) Data Technical Committee.
· The MDTs will use standardized mobile data software.
· Connection speeds will be increased from 56 kilobits per second (kbit/s), to 128 kilobits per second (kbit/s).
· Project costs will not exceed 10% of the budget.
· Project schedule will not exceed 10% of the cumulative estimates.
· Project functionality will achieve 90% of original estimates.




The final two pages of the Project Charter will be an “acceptance and approval” page, which includes signatures of key stakeholders (Executive Sponsor, etc.) who are authorizing the project charter, and a document control page, which documents the revision history of the charter.


SECTION 2: PROJECT CHARTER TEMPLATE

After you have collected the information noted in Section 1, populate the following Project Charter template with text.  Then, remove the Instructions pages from this template, including this paragraph.  Once completed and approved, the document can then be used as your Project Charter.  Remember, the Project Charter is the formal document that authorizes the project, so it requires a great deal of thought and collaborative stakeholder involvement in its development.

The Project Charter is the document issued by the Executive Sponsor that formally recognizes and authorizes the project, and provides the Project Manager the authority to apply organizational resources.[footnoteRef:11] [11:  PMBOK Guide, 4th Edition, p.434.] 


Vision/Project Goal 

	Enter text as needed






Background and Business Case 

	Enter text as needed






Project Scope

The following related activities are included in the scope of this project:

	· Enter text as needed






The following related activities are not within the scope of this project:

	· Enter text as needed






Project Objectives

The project has the following objectives:

	· Enter text as needed






Assumptions and Constraints 

The project has the following assumptions:

	· Enter text as needed






The project has the following constraints:

	· Enter text as needed






Initial Project Risks 

The project has the following risks:

	· Enter text as needed






Project Staff Resources and Responsibilities

Staff Resources: The following core resources will be needed in order to plan this project.  Additional resource requirements may be identified during the planning process.

	Enter text as needed






High-level Timeline

The milestone list below is a high-level schedule—each one of these tasks will have more detailed backup associated with a full work breakdown.

	Milestone Description
	Start
	Finish

	Project Name
	MM/DD/YY
	MM/DD/YY

	Milestone 1
	MM/DD/YY
	MM/DD/YY

	Milestone 2
	MM/DD/YY
	MM/DD/YY

	Milestone 3
	MM/DD/YY
	MM/DD/YY

	Milestone 4
	MM/DD/YY
	MM/DD/YY

	Milestone 5
	MM/DD/YY
	MM/DD/YY

	Milestone 6
	MM/DD/YY
	MM/DD/YY

	Milestone …
	MM/DD/YY
	MM/DD/YY

	Project Complete
	MM/DD/YY
	MM/DD/YY



Preliminary Budget

The budget below is a high-level schedule — each one of these items will have more detailed backup associated with a final budget.

	Budget Item
	Includes
	Cost

	Project Name
	
	

	Hardware
	
	

	Software
	
	

	Services
	
	

	Software Maintenance
	
	

	Hardware Maintenance
	
	

	Consulting
	
	

	Total
	
	

	Contingency
	
	

	
	Total w/ Contingency
	



Project Approval Requirements

For approval of the project to be accomplished, the following requirements must be met:


	· Enter text as needed








[Project Name]
Project Charter
Acceptance and Approval

The signers have reviewed this charter and the essential project implementation approaches to be adopted to ensure success of this project, as embodied in this [Project Name] Project Charter document.

Signing of this document formally approves the content contained in it as accurate.

Name and authority of the sponsor or other person(s) authorizing the Project Charter:


	
	
	

	


Name
Title
Project Role
Agency

	
	


Date

	


Name
Title
Project Role
Agency

	
	


Date

	


Name
Title
Project Role
Agency

	
	


Date



Document Control


	REVISION HISTORY

	Rev  #
	Section (s)

	Type
	Date
	Author
	Remarks
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City, County, and/or Agency Name

Project Name
Project Number: 


Project Communications Plan








Prepared by:
Name 
Agency and/or Division 
MM/DD/YYYY
Version # 




[bookmark: _Toc303254546]How to Use This Template

This template is designed so that you can use it within your agency to create a Project Communications Plan. SEARCH has used two primary sources to develop this model: 1) the Law Enforcement Tech Guide: How to plan, purchase and manage technology (successfully!), A Guide for Executives, Managers and Technologists[footnoteRef:12] (LETG) and 2) A Guide to the Project Management Body of Knowledge (PMBOK® Guide, 4th Edition).[footnoteRef:13]   [12:  Prepared by SEARCH and published by the U.S. Department of Justice Office of Community Oriented Policing Services, 2002.  Available online at http://www.search.org/programs/safety/techguides/]  [13:  Published by the Project Management Institute, December 2008.  See http://www.pmi.org/PMBOK-Guide-and-Standards.aspx] 


This template is divided into two sections:

SECTION 1: Model content and instructions. This section provides instructions on how to create the Project Communications Plan—what to consider, who to engage, and what information to collect—and provides sample content. Collect the information as instructed.

SECTION 2: Blank template.  After you have collected the information described in Section 1, populate the blank Project Communications Plan template provided in Section 2 and then remove the Instructions pages.  Once completed and approved, the document can then be used as your formal Project Communications Plan.  Remember, communications is updated throughout the project, so come back as necessary and update the Communications Plan.

Follow-up actions to take: 

· After the Project Communications Plan has been drafted, present it to the Project Steering Committee[footnoteRef:14] for review and feedback. Committee members should then finalize and sign the plan. [14:  LETG definition: “Members are generally high-level managers and/or supervisors within the agency. This group will ensure that a structured project management process is adopted and followed. Provides constant guidance and oversight to the project, its progress and deliverables, and will make most decisions related to the project.”] 


· Reach out to stakeholders (those who are affected by the project and/or those who can affect the project) and ask them what information they need, when, and how they want it provided.

· Communicate: Update this document for the entire duration of the project to ensure the communications strategies and methods are effectively meeting the needs of project stakeholders.



SECTION 1: PROJECT COMMUNICATIONS PLAN INSTRUCTIONS

WHAT: Strategies for communicating project status and activities to key stakeholders, and methods for developing historical project records and archives.

WHY: First, to keep users and stakeholders informed, involved, and up-to-date on project activities. Second, to create a paper trail of historical documentation critical when personnel change, for grant reporting purposes, and for future project planning.

WHO: Project Manager.

WHEN: Begins at any time during the Build the Foundation or Project Planning phases and continues through the life of the project. (LETG, p. 159)

Purpose: 
It should be a major priority during your project to keep the lines of communication open among all Project Team members, the decision-making structure, and end users and stakeholders. There are different types of information needed depending on the group you are communicating with, and many ways to communicate the information. (LETG, p. 149)

The PMBOK® Guide, 4th Edition (p. 243), defines Project Communications Management as:

The processes required to ensure a timely and appropriate generation, collection, distribution, storage, retrieval and disposition of project information.

The process of communicating and working with stakeholders to meet their needs and issues as they occur.


Step 1: Determine the Different Groups Who Need Project Information

First, determine the different groups who need project information, such as:

· The Steering Committee
· The Project Team
· Users and stakeholders not directly involved in project activities
· External agencies
· Funding bodies and granting agencies
· The public   (LETG, p. 159)


Step 2: Determine the Type of Information and the Level of Detail Needed

Second, for each of these groups, determine the type of information and the level of detail they need about the project. For example, the Project Team members will need a great deal of detailed information (accomplishments, deadlines missed, problems, risks, issues, decision items).

The Steering Committee, however, will need regular status reports (major accomplishments, any challenges or setbacks that require their intervention) and decision issues (major issues that require policy, funding, or operational decisions). (LETG, p. 160)


Step 3: Determine How Often Groups Need the Information and the Communications Method

Third, determine how often these groups need the information based on a consistent schedule and method(s) for communicating project status, information, and updates. For some agencies, a departmentwide newsletter distributed on a monthly basis is sufficient. Others may require weekly oral briefing reports, and yet others may only need a weekly email to share project status and updates. For example, an in-person briefing to the city council or state legislature at periodic points in the project is an appropriate communication method.

Creating a project Web site is a very effective method to track the project accomplishments and issues, posting documents, and making other stakeholders outside your agency aware of the project. Collaborative Web sites for projects that include multiple agencies and jurisdictions is one of the best methods to communicate among the agencies. Many agencies find that a combination of two or more of these methods works best.

The key to any successful project communications plan is to think about the specific needs of stakeholders, and then plan and execute a project communication strategy that meets their needs.   (LETG, p. 160)

The following table represents a sample Project Communication Plan developed as a result of completing Steps 1–3.  Each column is color-coded to indicate the area of the plan that corresponds to the steps above.

	Group
	Information Needed
	Detail
	Frequency
	Communications Method

	Step 1
	Step 2
	Step 2
	Step 3
	Step 3

	Steering Committee
	Project status: Major accomplishments, problems, or issues that need resolution
	High-level
	Monthly or during regularly scheduled project-related meetings
	Written status report and oral report by the Project Manager during the meeting

	Project Team Members
	Detailed information about project schedule, activities, deadlines, plans, issues, risks, and problems
	Very specific
	At least weekly
	Variety: Email, written memos, oral reports during meetings, both scheduled and ad hoc (if reports are oral, all discussions must be captured in minutes)

	Users
	General updates about project activities, achievements, and any variations in schedule
	General
	Monthly
	Monthly newsletter or Web site (big events, activities, or achievements may warrant a special email alert)

	Public
	General updates about project activities, achievements, and status
	General
	Monthly
	Web site

	External Agencies
	General updates about project activities, achievements, and status
	General
	General
	Web site

	Funding Bodies
	Project activities, accomplishments, deadlines, funds expended to date, and related budget issues
	Detailed with regard to funding
	When reports are due or requested
	Formal, written documentation



The final page of the plan will be an “acceptance and approval” page, which includes signatures of key stakeholders.
SECTION 2: PROJECT COMMUNICATIONS PLAN TEMPLATE

After you have collected the information noted in Section 1, populate the following Project Communications Plan template with text.  Then, remove the Instructions pages from this template, including this paragraph.  Once completed and approved, the document can then be used as your Project Communications Plan.  Remember, communications is updated throughout the project, so come back as necessary and update the plan, as mentioned in the “Follow-up actions to take” list on page 1.


	Group
	Information Needed
	Detail
	Frequency
	Communications Method

	Step 1
	Step 2
	Step 2
	Step 3
	Step 3

	Enter text as needed in the appropriate columns
	Enter text as needed
	Enter text as needed
	Enter text as needed
	Enter text as needed

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	






[Project Name]
Project Communications Plan
Acceptance and Approval

The signers have reviewed this Project Communications Plan to ensure success of this project as embodied in this [Project Name] Project Communications Plan document.

Signing of this document formally approves the content contained in it as accurate.

	
	
	

	


Name
Title
Project Manager
Agency
	
	


Date

	


Name
Title
Steering Committee Member-1
Agency
	
	


Date

	


Name
Title
Steering Committee Member-2 
Agency
	
	


Date
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City, County, and/or Agency Name

Project Name
Project Number: 


Project Risk Management Plan








Prepared by:
Name 
Agency and/or Division 
MM/DD/YYYY
Version # 




[bookmark: _Toc303254548]How to Use This Template

This template is designed so that you can use it within your agency to create a Risk Management Plan. SEARCH has used two primary sources to develop this model: 1) the Law Enforcement Tech Guide: How to plan, purchase and manage technology (successfully!), A Guide for Executives, Managers and Technologists[footnoteRef:15] (LETG) and 2) A Guide to the Project Management Body of Knowledge (PMBOK® Guide, 4th Edition).[footnoteRef:16]   [15:  Prepared by SEARCH and published by the U.S. Department of Justice Office of Community Oriented Policing Services, 2002.  Available online at http://www.search.org/programs/safety/techguides/]  [16:  Published by the Project Management Institute, December 2008.  See http://www.pmi.org/PMBOK-Guide-and-Standards.aspx] 


This template is divided into two sections:

SECTION 1: Model content and instructions. This section provides instructions on how to create the Risk Management Plan—what to consider, who to engage, and what information to collect—and provides sample content. Collect the information as instructed.

SECTION 2: Blank template.  After you have collected the information described in Section 1, populate the blank Risk Management Plan template provided in Section 2 and then remove the Instructions pages.  Once completed and approved, the document can then be used as your formal Risk Management Plan.  Remember, risk is actively analyzed and responses updated throughout the project, so come back as necessary and update the Risk Management Plan.

Follow-up actions to take: 

· After the Risk Management Plan has been drafted, present it to the Project Steering Committee[footnoteRef:17] for review and feedback. Once the Steering Committee has reviewed the Risk Management Plan, the Executive Sponsor and committee members should then finalize and sign it. [17:  LETG definition: “Members are generally high-level managers and/or supervisors within the agency. This group will ensure that a structured project management process is adopted and followed. Provides constant guidance and oversight to the project, its progress and deliverables, and will make most decisions related to the project.”] 


· Reach out to stakeholders (those who are affected by the project and/or those who can affect the project) and ask them what information they need, when, and how they want it provided.

· Communicate: The Project Manager should distribute the Risk Management Plan to anyone who has a stake in the project.  Update this document for the entire duration of the project to ensure risk is effectively identified and managed.



SECTION 1: RISK MANAGEMENT PLAN INSTRUCTIONS

WHAT: Risk management is a planning process that prepares the agency for dealing with potentially harmful events that could happen in a technology initiative.

WHY: To be proactive about identifying and managing potential risks and developing contingency plans to mitigate or avoid the negative impact of the risk. Preparing for
potential risks helps to ensure that the agency’s response is planned, measured, and controlled.

WHO: The Executive Sponsor, Project Manager and Steering, User, and Technical Committees.

WHEN: Risk management is conducted continuously throughout most projects; however, formal risk management planning can only start once the scope of the project has been identified. This is because it is difficult to identify risks until your project scope is refined. (LETG, p. 149)

Purpose: 
Risk management is an essential component that project participants often sidestep because it requires forward thinking about events that may be inconceivable at the project’s onset. Consequently, the vast majority of law enforcement technology initiatives never take into account how the agency will handle events that can threaten the project’s quality, time, or budget. (LETG, p. 149)

The PMBOK® Guide, 4th Edition (p. 273), defines Project Risk Management as:

The processes of conducting risk management planning, identification, analysis, response planning and monitoring and control of the project. The objectives of Project Risk Management are to increase the probability of positive events and decrease the probability and impact of negative events in the project.  (PMBOK 4th Edition, p. 273)





Step 1: Identify the Risks

The initial step in preparing a Risk Management Plan is to convene the project’s User, Technology, and Steering Committees to introduce the concept that “sometimes, bad things happen.” In fact, they happen more often than not. The Standish Group[footnoteRef:18] reports statistics which indicate that more than one-half of projects cost nearly twice their budget and result in less than half of the required functionality. [18:  The Standish Group, The CHAOS Report (1994).  See www.pm2go.com. ] 


Thwarting the unexpected isn’t always possible, but it is usually predictable and manageable.

During the initial meeting, the Project Manager should ask the Project Team to identify potential “bad things” that could happen during the course of the project. The members should be encouraged to share war stories from other agencies, attendance at conventions, or even first-hand experiences. (LETG, p. 150)

Step 1: Identify the Risks sample content

SAMPLE RISKS:

· If the proposed source does not provide adequate funds, the project cannot be completed. 
· After the project and its resources have been approved, project team members’ priorities may be re-aligned, which would affect the project implementation timeline.
· Developing a sustainable support and maintenance model that considers all factors of supporting a 24/7 high demand environment— giving fair consideration for all models.
· Selecting only one MDT will require a move to an RFP and extending the timelines and scope associated with the replacement project.
· Properly understanding and appreciating public safety end-user scheduling to ensure minimal impact on users and citizen safety.  
· Managing installation during the peak season.
· Coordinating with other ongoing projects to minimize downtime and impact to users.

Step 2: Categorize and Quantify[footnoteRef:19] the Identified Risks [19:  The PMBOK Guide, 4th Edition (p. 280), defines risk categorization as a comprehensive process to systematically identify risk to a consistent level of detail.] 


The next step in creating a Risk Management Plan is categorizing the identified risks in three ways:

1. Likelihood: The first question that the team must resolve is how likely the risk is to occur, based upon what is known today (remember that as new information is discovered, these categories should be updated). Categorize the likelihood in one or more of these categories:
a. Remote:  The risk probably will not occur
b. Possible:  The risk might occur
c. Likely:  The risk will probably occur

2. Area of Impact: Next, the Project Team should determine which of the three critical project areas (time, quality, and/or budget) will be impacted by the risk. Some risks may impact one or all of these areas.

3. Severity: The team must consider the severity of the consequences of a particular risk based upon the overall impact that such an event would have upon the initiative. The decision on ranking the severity of a risk is clearly subjective, and is usually based on the Project Team’s judgment and knowledge of the specific conditions that surround the initiative. The categories for this section are:
· Low: The risk is manageable through planning and action, and may not impact project time, quality, or budget. 
· Medium: The risk may be manageable through planning and action, although the event will probably have a negative impact on the project’s time, quality, or budget.
· High: The risk will seriously impact project time, quality or budget. Planning or action may not be capable of saving the initiative. (LETG, pp. 150-151)

Step 2: 
Categorize and Quantify the Identified Risks sample content 

Risk
Likelihood
Area of Impact
Severity
City/County decides not to fund the project

Remote
Time, Quality, Budget
High



Step 3: Determine Your Tolerance Level for Risks[footnoteRef:20] [20:  The PMBOK Guide, 4th Edition (pp. 303–304), defines strategies of Avoiding risk (planning to eliminate the threat), Transferring the risk (shifting the impact), Mitigating the risk (reducing the probability and/or impact), or Accepting the risk (all risks cannot be avoided, so some are accepted).] 


Once the risks have been identified, categorized, and quantified, the Project Team must adopt an initial level of acceptance for each risk in advance of developing a response plan.

For each risk, the Project Team must identify one of three levels of tolerance:

Avoid: The avoidance label is often used for risks that have the capacity to negatively impact the project’s budget, timeline, or quality but have little known recourse. For example, the risk within our chart regarding the vendor going out of business may be labeled as a risk to avoid (through careful vendor evaluation and selection).

Mitigate: The majority of risks will be categorized with this label. Generally, these are risks that can be compensated or resolved by developing and executing a response plan.

Accept: The Project Team will likely find some risks to be acceptable, not requiring the development of a response plan. Generally, acceptable risks are either strategic in nature or have minimal impact on the project’s budget, timeline, or quality. (LETG, p. 154)

Step 3:
Determine Your Tolerance Level for Risks sample content 

Risk
Likelihood
Area of Impact
Severity
Tolerance
City/County decides not to fund the project
Remote
Time, Quality, Budget
High
Avoid






Step 4: Create a Response Plan

With each of the risks identified, classified, and quantified, the Project Team should be ready to develop a response plan. The response plan seeks to identify how the Steering Committee and Executive Sponsor will minimize the negative impacts associated with any risk occurrence. 

The actual response will be creative and based upon the unique circumstances surrounding the initiative. Generally, however, the Steering Committee and Executive Sponsor should consider the following:

For an impact on project time: Consider methods to prevent the slippage in the first place through (a) careful contract language (including liquidated damages, holdbacks, etc.) and (b) creating a realistic timeline that assumes delays (in other words, increasing the time necessary for various tasks based upon the assumptions of the Steering Committee and Executive Sponsor about the risk(s) involved in various project tasks). The response would then be predicated upon the use of contract language.

For an impact on project quality: Attempt to verify the vendor’s full range of capabilities very early on in the procurement process. Many Risk Management Plans call for vendors to verify their ability to perform before contract signing, while others refuse to consider vendor products that cannot supply 80% or more of the required functionality. Additional tools include the insistence that vendors subscribe to fulfilling the letter of the contract as well as the spirit. In such circumstances, agencies identify both the functional specifications (the precise description of how a product should operate), as well as the conceptual goal (a high-level description of how a product should function). Again, the enforceable contract language would determine the response.

For an impact on project budget: In general, projects will cost more than original estimates. By identifying the extent of a budget overage in the Risk Management Plan, the Steering Committee and Executive Sponsor can identify a project contingency that should be a concrete budgetary line item. As a general rule, agencies should assume that their project will require 10%–15% more funds than those originally estimated. The response for these occurrences should identify those situations in which the Steering Committee is willing (and unwilling) to approve budgetary overages. (LETG, pp. 154–155) 



Project Staff Risk Management Responsibilities

Project staff will have the following risk management responsibilities. Although management project risk is the ultimate responsibility of the Project Manager, the participative engagement and response by the entire project team is essential.

Project Staff Risk Management Responsibilities

· Role: Executive Sponsor
Responsibilities–Receive and review regular status updates from Project Manager.  Provide course correction and assist in managing risk.  Approve any deviation from original scope and budget.

· Role: Project Manager
Responsibilities–Lead the project to determine the tasks and resources required to accomplish the work defined by the scope; establish a project plan that includes the schedule, budget, and communications plan; communicate and provide regular status updates to Project Owner, to include tasks accomplished, tasks planned for upcoming period, tasks remaining, funding overview (budget, current expenditures, planned expenditures), issues open, and issues closed; obtain approvals of the project plan; monitor the work and budget against the approved plans; manage risk and issues identified by stakeholders and team members.

· Role: Systems Analyst
Responsibilities–Identify and report risks and, if possible, suggested responses to the Project Manager.

· Role: Police, Fire, EMS Subject Matter Experts (SMEs)
Responsibilities–Identify and report risks and, if possible, suggested responses to the Project Manager.

Output of Risk Management Planning

This is an example of a collection of information to populate a Risk Management Plan:

	Risk
	Likelihood
	Area of Impact
	Quantification
	Severity
	Tolerance
	Responsible Party
	Risk Response

	The City/County decides not to fund our project
	Remote
	Time, Quality, Budget
	2–5 years
All aspects
Total budget
	High
	Avoid
	Executive Sponsor
	Educate decision-makers on the business case

	Our vendor goes out of business during implementation
	Possible
	Time, Quality, Budget
	2–3 months
20-30% loss
10% cost overrun
	High
	Avoid
	RFP Review Team
	Develop a thorough corporate financial review of all vendor finalists

	The vendor can’t deliver the software on time
	Likely
	Time
	2–6 months
	Medium
	Mitigate
	Contract Negotiation Team
	Ensure the contract has  a clear deliverable schedule and  incentives for on-time completion

	Our Project Manager quits
	Likely
	Quality
	All aspects
	Low to Medium
	Mitigate
	Executive Sponsor
	Ensure the project is documented 





SECTION 2: RISK MANAGEMENT PLAN TEMPLATE

After you have collected the information noted in Section 1, populate the following Risk Management Plan template with text.  Then, remove the Instructions pages from this template, including this paragraph.  Once completed and approved, the document can then be used as your project’s Risk Management Plan.  Remember, risk is actively analyzed and responses are updated throughout the project, so come back as necessary and update the plan, as mentioned in the “Follow-up actions to take” list on page 1.  Follow one of the two formats below.

[Project Name]

Risk Management Plan

Risk Management Plan Format 1

1. [Identified Risk]
1.1. [Likelihood]
1.2. [Area of Impact]
1.3. [Quantification]
1.4. [Severity]
1.5. [Tolerance]
1.6. [Responsible Party]
1.7. [Risk Response]

2. [Identified Risk]
2.1. [Likelihood]
2.2. [Area of Impact]
2.3. [Quantification]
2.4. [Severity]
2.5. [Tolerance]
2.6. [Responsible Party]
2.7. [Risk Response]

3. [Identified Risk]
3.1. [Likelihood]
3.2. [Area of Impact]
3.3. [Quantification]
3.4. [Severity]
3.5. [Tolerance]
3.6. [Responsible Party]
3.7. [Risk Response]




Risk Management Plan Format 2

	Identified Risk
	Likelihood
	Area of Impact
	Quantification
	Severity
	Tolerance
	Responsible Party
	Risk Response
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[Project Name]
Risk Management Plan
Acceptance and Approval

The signers have reviewed this Risk Management Plan to ensure success of this project as embodied in this [Project Name] Risk Management Plan document.

Signing of this document formally approves the content contained in it as accurate.    
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[bookmark: _Toc303254550]How to Use This Template

This template is designed so that you can use it within your agency to create a Project Assessment and Analysis Checklist. SEARCH has used two primary sources to develop this model: 1) the Law Enforcement Tech Guide: How to plan, purchase and manage technology (successfully!), A Guide for Executives, Managers and Technologists[footnoteRef:21] (LETG) and 2) A Guide to the Project Management Body of Knowledge (PMBOK® Guide, 4th Edition).[footnoteRef:22]  [21:  Prepared by SEARCH and published by the U.S. Department of Justice Office of Community Oriented Policing Services, 2002. Available online at http://www.search.org/programs/safety/techguides/]  [22:  Published by the Project Management Institute, December 2008. See http://www.pmi.org/PMBOK-Guide-and-Standards.aspx] 


This template is divided into two sections:

SECTION 1: Model content and instructions. This section provides instructions on how to create the Project Assessment and Analysis Checklist—what to consider, who to engage, and what information to collect—and provides sample content. Collect the information as instructed.

SECTION 2: Blank template. While coordinating the tasks noted in Section 1, review and use the Project Assessment and Analysis Primer (pages 5–8) to facilitate the activities and collect the information needed for your analysis. Then, populate the blank Project Assessment and Analysis Checklist template provided in Section 2 and then remove the Instructions pages. You can then review the data to determine areas where your project was challenged, failed, or achieved success. You will also be able to identify gaps in your public safety project management processes and lessons learned to improve future project success.

Follow-up actions to take: 

· After the assessment and analysis is completed, present it to project stakeholders for review. It should be used after that to develop a roadmap for public safety project management improvements.

· The Project Manager should prepare the final project report.

· Communicate: The Project Manager should distribute the final report to the Executive Sponsor and Steering Committee, as applicable.



SECTION 1: PROJECT CLOSEOUT TASKS

PROJECT POST-EVALUATION: This task is a thorough review, spearheaded by the Project Manager, which seeks to confirm that all project tasks have been accomplished. This task requires examining the project plan and its details, including time, costs, and vendor deliverables.

VENDOR TRANSITION MEETING: This task is a meeting between your agency’s Project Team and the vendor representatives to review any issues that may arise from the project post-evaluation review and also to discuss warranty/maintenance responsibilities.

POST-PROJECT MEETING: This gathering invites all project participants to a large-scale discussion that focuses on project review, accomplishments, challenges, and next steps. Usually, the Executive Sponsor recognizes and rewards team members for their achievements

FINAL REPORT PREPARATION: This task involves preparing a final report that includes the project’s final schedule, costs, and quality results, as well as comparisons to the baseline, explanations, and implications for the future. The report should include:

· A comparison of actual costs to projected costs.
· A summary of “lessons learned” for future technology projects.
· The signatures of Project Team members, which indicate internal acceptance of the technology.

Although project closeout signals the end of the implementation, the project doesn’t stop there. (LETG, page 230)



SECTION 2: PROJECT ASSESSMENT AND ANALYSIS PROCESS

[bookmark: _Toc288761436]Step 1: Review Project Assessment and Analysis Primer

Prior to conducting project closeout tasks, review the Project Assessment and Analysis Primer (an informational introduction guide on pages 5–8 of this document) to familiarize yourself with the elements, sub-elements, and components of each level of project development: early development, moderate development, full development, and advanced development. This will assist in maintaining focus on the factors that can determine areas of challenge, failure, and success that will translate into lessons learned and improving the success of future public safety projects.


Step 2: Complete Project Assessment and Analysis Checklist

Once you have collected the information, populate the Project Assessment and Analysis Checklist template (page 4) with text. You can then review the data to determine areas where your project was challenged, failed, or achieved success. You will also be able to identify gaps in your public safety project management processes and lessons learned to improve future project success. 


[image: https://searchorg-2.sharepoint.microsoftonline.com/NIECTeamSite/NIEC%20Shared%20Graphics%20Library/SEARCH%20logo.PNG]



[image: https://searchorg-2.sharepoint.microsoftonline.com/NIECTeamSite/NIEC%20Shared%20Graphics%20Library/NIEC%20TITLE%20ALL%20CAPS.png]This material is based upon work supported by the U.S. Department of Homeland Security under Grant Award number 2010-PD-124-000001.	
Project Assessment and Analysis Checklist

	Elements
	Sub-Elements
	Early Development
	Moderate Development 
	Full Development 
	Advanced Development 
	Project Management Standards Compliance

	Governance (1)
	Executive Sponsor
	
	
	
	
	

	
	Stakeholders
	
	
	
	
	

	
	Project Manager
	
	
	
	
	

	
	Project Management Decision-making Structure
	
	
	
	
	

	
	Business Case
	
	
	
	
	

	
	Project Charter
	
	
	
	
	

	
	Project Plan
	
	
	
	
	

	Human Resources (2)
	Project Staff
	
	
	
	
	

	
	User Involvement
	
	
	
	
	

	Scope (3)
	Project Analysis
	
	
	
	
	

	
	Scope Change Requests
	
	
	
	
	

	Time (4)
	Schedule
	
	
	
	
	

	Cost (5)
	Budget
	
	
	
	
	

	Quality (6)
	Quality Assurance Test
	
	
	
	
	

	Communications (7)
	Communications Plan
	
	
	
	
	

	Risk (8)
	Risk Management Plan
	
	
	
	
	

	Procurement (9)
	Procurement Process
	
	
	
	
	

	Integration (10)
	Technology
	
	
	
	
	

	
	Project Management Processes
	
	
	
	
	

	Project 
Assessment
	Project Analysis 
	
	
	
	
	

	
	Reoccurring tasks (lifecycle planning)
	
	
	
	
	

	Challenges
	

	

	Failures
	

	

	Successes
	

	

	Lessons Learned
	

	



Project Assessment and Analysis Primer

	Elements
	Sub-Elements
	Early Development 
	Moderate Development
	Full Development
	Advanced Development
	

	Governance (1)
	Executive Sponsor
	An Executive Sponsor has not been identified.
	Executive Sponsor has been identified but is not engaged or does understand their role.
	Executive Sponsor has been identified, understands their roles and responsibilities, and is consistently engaged in the project.
	Executive Sponsor has been identified, has training in the roles and responsibilities of an Executive Sponsor, and is consistently engaged in the project.
	Project Management Standards Compliance

	
	Stakeholders
	Stakeholders have not been identified.
	Not all stakeholders have been identified. Some are not engaged or do not understand their role.
	Stakeholders have been identified, understand their roles and responsibilities, and are consistently engaged in the project.
	Stakeholders have been identified, have training in the roles and responsibilities of stakeholders, and are consistently engaged in the project.
	

	
	Project Manager
	A Project Manager has not been assigned.
	A Project Manager has been assigned based on availability.
	A Project Manager has been assigned based on availability and provided training and tools, and has been empowered by the Executive Sponsor.
	A Project Manager has been assigned (or outsourced) who has been trained based on project management standards and has been empowered by the Executive Sponsor. The Project Manager has been provided sufficient time and resources. (If outsourced, a single point of contact has been assigned.) 
	

	
	Project Management Decision-making Structure
	A project management decision-making structure has not been developed.
	A project management decision-making structure is under development.
	A project management decision-making structure has been developed with roles, responsibilities, and authorities clearly defined.
	A project management decision-making structure has been developed with roles, responsibilities, and authorities clearly defined and communicated to all stakeholders.
	

	
	Business Case
	A business case has not been developed.
	A business case is under development.
	A business case that answers why the project is being done and why it is important has been developed and communicated to stakeholders.
	A business case that answers why the project is being done and why it is important has been developed and communicated to stakeholders. A synopsis of the business case has been developed and all stakeholders can state the business case. 
	

	
	Project Charter
	A project charter has been developed.
	A project charter is under development.
	A project charter has been developed and signed by the Executive Sponsor.
	A project charter has been developed in cooperation with all stakeholders, signed by the Executive Sponsor, and communicated to all stakeholders.
	

	
	Project Plan
	A project plan has not been developed.
	A project plan is under development.
	A project plan was developed by the Project Manager after development of the decision-making structure and in conjunction with the needs analysis, and was signed by the Executive Sponsor.
	A project plan was developed by the Project Manager, with the User and Technical Committees involved in discussions, decisions, and research after development of the decision-making structure and in conjunction with the needs analysis. The project plan is endorsed and signed by the Executive Sponsor and Steering Committee.
	

	Elements
	Sub-Elements
	Early Development 
	Moderate Development
	Full Development
	Advanced 
Development
	

	Human Resources (2)
	Project Staff
	Project is assigned to staff as “other duties” and training is not provided.
	Project is assigned a full-time Project Manager. Committees are assigned with limited training provided.
	Project is assigned full-time project management team that has sufficient training. 
	Project is assigned full-time project management team that is invested, competent, and trained in project management standards. Project staff understands the unique elements of public safety project management.
	Project Management Standards Compliance

	
	User Involvement
	Decisions are made without user involvement.
	Users are consulted minimally and on an inconsistent basis. 
	User committees are routinely involved as part of the project management decision-making structure.
	User committees are involved as part of the project management decision-making structure. They are clearly aware of their roles, responsibilities, and authorities. Decisions are made with full user involvement.
	

	Scope (3)
	Project Analysis
	Project analysis has not been initiated. 
	Project analysis has been initiated after the project was started.
	Project analysis was initiated before the project was started.
	Project analysis was initiated before the project was started and is reviewed continuously to assess the schedule, cost, quality, and risk.
	

	
	Scope Change Requests
	Scope (what’s in and what’s out) is not clearly defined.
	Scope is in the process of being defined based on “needs,” not “wants.”
	Scope is clearly defined with involvement from the project team, users, and vendor. Scope is realistic, with achievable expectations. A change management process is in the process of being developed.
	Scope is clearly defined with the project team, users, and vendor. Scope is realistic, with achievable expectations. A well-developed and executable change management process is used to manage “scope creep.” Scope is managed in alignment with the goal, objectives, and business case detailed in the project charter.
	

	Time (4)
	Schedule
	Project schedule was imposed by executives and vendor without user involvement.
	Project schedule was imposed by executives and vendor, but the Executive Sponsor helps by adjusting resources and priorities.
	Project schedule is based on a broad-based user involvement. It is realistic, identifies deliverables, measurable interim milestones, and resources within a master schedule.
	Project schedule is developed by the project team with full user involvement. It is realistic, identifies deliverables, measurable interim milestones, and resources within a master schedule. When change requests come in, they are reviewed against the original agreed-upon project schedule.
	

	Cost (5)
	Budget
	A budget has not been developed. 
	A budget has been developed but is not realistic.
	A realistic budget taking into account internal/external one-time and recurring cost estimates was created by the Project Manager in cooperation with financial representatives after the scope was defined and the schedule completed. 
	A realistic budget taking into account internal/external one-time and recurring cost estimates was created by the Project Manager in cooperation with financial representatives after the scope was defined and the schedule completed. Detailed payment plans and cost controls were developed. Budget was included in lifecycle planning to promote sustainment.
	

	Quality (6)
	Quality Assurance Tests
	Functionality, reliability, and performance requirements have not been developed.
	Functionality, reliability, and performance requirements are defined and minimum acceptance criteria are developed ad-hoc. 
	Functionality, reliability, and performance requirements are clearly defined and minimum acceptance criteria have been identified upfront rather than ad-hoc. Acceptance plans have been executed. 
	Functionality, reliability, and performance requirements are clearly defined and minimum acceptance criteria have been identified upfront. They are written, measurable, and valid. Acceptance plans have been developed and executed at the appropriate times in a systematic manner. 
	Project Management Standards Compliance

	Communications (7)
	Communications Plan
	A communications plan has not been developed.
	A communications plan is being developed.
	The Project Manager developed a communications plan with input from the project team to keep users and stakeholders informed, involved, and up-to-date throughout the life of the project. 
	The Project Manager developed a comprehensive communications plan with input from the project team that effectively keeps users and stakeholders informed, involved, and up-to-date throughout the life of the project. The plan clearly identifies who you need to communicate with, what they need communicated to them, in what detail, and how often. (who, what, how, frequency).
	

	Risk (8)
	Risk Management Plan
	A risk management plan has not been developed.
	A risk management plan is being developed.
	All stakeholders worked cooperatively and developed a risk management plan that identifies the risk, severity, probability, frequency, cost, and responsible party. Response and mitigation plans have been developed for each risk. 
	All stakeholders worked cooperatively and developed a comprehensive risk management plan that identifies the risk, severity, probability, frequency, cost, and responsible party. Response and mitigation plans have been developed for each risk. The plan was created after scope was identified and continued throughout the project. Unique risks of public safety project management have been identified and analyzed, and responses are planned.
	

	Procurement (9)
	Procurement Process
	Equipment/technology was acquired before project planning took place.
	Equipment/technology was acquired after the decision-making structure and project charter but was based on the vendor’s specifications. 
	A structured method for acquiring the equipment/technology was followed based on functional specifications and needs (not wants) and involved the stakeholders. A quantitative/ qualitative assessment of vendor responses was conducted.
	A structured method for acquiring the equipment/technology was followed based on functional specifications and needs (not wants) and involved the stakeholders. A detailed procurement document was developed and a comprehensive selection process (vendor reference checks, financial report reviews, site user evaluations) conducted. Contract negotiations were thorough and a formal vendor action item list was developed and maintained.
	

	Integration (10)
	 Technology
	Consideration for the integration with existing technology was not completed.
	Consideration for the integration with existing technology was discussed.
	A structured process was used to analyze the integration of existing technologies and the results implemented. 
	Consideration for the integration with existing technology was completed along with comprehensive project planning to include  formal documentation for governance; human resources. scope, time, cost, quality, communications, risk and procurement was completed.
	Project Management Standards Compliance

	
	Project Management Processes
	Elements of project management have not been integrated.
	Some of the elements of project planning to include  governance; human resources. scope, time, cost, quality, communications, risk and procurement were informally integrated.
	All elements of project planning to include  governance; human resources. scope, time, cost, quality, communications, risk and procurement were formally  documented.
	Comprehensive project planning to include  formal documentation for governance; human resources. scope, time, cost, quality, communications, risk and procurement was completed along with technology. 
	

	Project 
Assessment
	Project Analysis
	A project assessment and analysis was not conducted.
	A project assessment and analysis has been planned.
	A project assessment and analysis was conducted that included all stakeholders participating in a post-project evaluation, vendor transition meeting, and post-project meeting as appropriate for the role.
	A project assessment and analysis was conducted that included all stakeholders participating in a post-project evaluation, vendor transition meeting, and post-project meeting as appropriate for the role. A final report was written that included final schedule, costs, and quality results, as well as comparison to the baseline, explanation, and implications for the future. 
	

	
	Reoccurring tasks (lifecycle planning)
	A lifecycle plan has not been developed.
	A lifecycle plan is being developed as the project transfers from a project to a process.
	A basic lifecycle plan was developed using a structured methodology during the project planning process. 
	A lifecycle plan was developed using a structure methodology as a component of a business plan during the project planning process. It includes planning, acquisition, implementation, support/maintenance, refresh, and disposal with a focus on sustainability throughout the expected life of the technology.
	

	Challenges
	Include processes and activities that resulted in the project not meeting scope, time, or cost criteria, even though it was completed.

	Failures
	Include processes and activities that could have led to project being shut down or abandoned.  

	Successes
	Include processes and activities that resulted in the project meeting scope, time, and cost criteria. 

	Lessons Learned
	Identify lessons learned and gaps in your public safety project management processes to improve future project success. 
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