Educause 2009

Project Management Constituent Group meeting - Thursday, November 05, 2009 12:45 pm, Room 110/112
General notes:

On Thursday, November 05, 2009 Mary L Pretz-Lawson Head of Planning and Project Management Office at Carnegie Mellon led a Discussion Session for the Project Management (PM) constituent group. 

· Approx 1/2 of the attending group indicated that they currently had Project Management Offices (PMO) in place at their institutions

· Most of the group stated that their institutions had one or more dedicated PMs on staff

· A small number of the group  members indicated that their institutions do not currently have anything in place

· Attendees were urged to sign up for the List serve http://www.educause.edu/groups/project 
· Action Item: Randall Alberts, Georgia State, would like to explore a PM Constituent Group common body of knowledge in a “Lessons Learned” Database/ Repository. Please notify Randall if you are willing to help.

· Action Item: Mary L. Pretz-Lawson, Carnegie Mellon, stated that Educause is exploring ways to make the PM Constituent Group more beneficial, e.g., smaller group meetings at local/regional conferences, more virtual activities to participate. Please notify Mary L. if you are willing to help.
The meeting focused on issues facing technical PM in higher education. Areas of discussion included:

1. Governance ( Project selection, process governance, …)

2. Project Prioritization 

3. Resource Estimating | Capacity Planning

4. Implementing a PMO

5. Change Management & Control

6. Providing  training for PMs and Functional Leads 

7. Tools

8. Agile PM
Below is a brief recap of the discussion. We have included names and the institutions of the participants so that you can contact the speakers directly.
Governance - project selection, teams, process governance…

· Dan Bunting - Harrison College: They put up a Sharepoint site for project listing. On the site they have publish a portfolio tool (built using excel) - with a scoring mechanism. Their project selection is done by a steering committee.

· Jean Fruth- Weber State University:  They are looking for suggestions on how to distinguish a project from day-to-day maintenance, establishing thresholds, and project prioritization.

· Rene Weston-Eborn - University Utah:  They set up an enhanced IT governance model around their IT portfolio. Portfolio teams meet on a regular basis to establish objectives and determine scoring for each project. The teams help prioritize and manage projects.

Project Prioritization - 

· Christopher Mini - University of the West Indies :  Commented on how have we have evolved as IT departments.  People expect instant responses/results. How do you manage expectations? How do we get them to focus on prioritizing instead?  How can we get people to consider projects instead?  How can we change the culture of the institution?   Shift the paradigm...

· Rene Weston-Eborn - University of Utah:  They have an IT request form used to submit project requests. They use thresholds (e.g., projected cost of project) to determine if the request should be managed as a project or as operational work.

· Paul Perrin - Moody Bible Institute: They have a service request system that they use to input tickets. Requests submitted through the system are reviewed. The requester may have to submit a project request form. They meet face-to-face with requester to nail down the requirements. IT produces a project plan from their info.  

· Aaron Cowdery - Marietta College: Aaron suggested meeting with project proposers to find out what they want and to educate them on the process.

· Brad Skiles – Purdue:  Brad has been there with how to change the culture. He suggested using roles and responsibilities within the project. They have put out a glossary to define these roles. They have a laminated sheet describing the project life cycle so the customer can see what the process is about.  This helps project proposers decide if they want Purdue IT to run it. 

· Susan Lutz - University Denver: Susan suggested using a transparent project request system. They publicize all of their project requests. Everyone can see all requests, which helps them get an idea of your workload.

· John Styer - Brown University:  John asked for input on whether project prioritization was being set on an annual basis or on a rolling wave basis.  What sort of best practices are being followed?

· Randall Alberts - Georgia State University:  At Georgia State University all VPS meet monthly to review projects and establish rankings. This takes the task off of IT. 

Resource Estimating | Capacity Planning – 
· Larry Creel – University of Central Missouri:  Asked if anyone has used the product Eclipse. No one had.

· Brad Skiles – Purdue:   Brad asked how many among the group were tracking time for billing. (Less than half of the attendees were really doing any resource planning.)

· John Styer - Brown University:-They use rough estimates for project resource needs. For example, they would estimate the need for 1/2 FTE for 6 months. They are just starting to implement high level actual project time tracking.  Their plan is to keep track and look back and evaluate the estimates verses actuals.  

· Mary L. Pretz-Lawson - Carnegie Mellon University:  Mary L indicated that they are working on resource estimating. She shared a diagram illustrating the variability of being able to accurately estimate resource requirements. See http://www.pmcentersusa.com/ for Joseph Lukas article on “Bad Estimates Just Don’t Happen” and Figure 4 graphic on estimate accuracy. 

Implementing a PMO –

· Steve Williams - Newcastle University – They are trying to set up projects across the whole university. This includes research projects, construction projects, information technology projects, etc. The projects are all very different.  He asked if anyone had suggestions on how to approach it and avoid PMO anarchy.

· Jean Fruth - Weber State University - Jean suggested starting with senior management support. Set a goal (e.g., to create a PM culture). Develop what works for your institution. Make sure people have the skills and resources they need.  Train the PMs!!!!!! They started a virtual PMO.

· Dennis Stolte - Eastern Michigan University – Designing and developing methodologies can be very expensive. They went to the State of Michigan and used theirs.

· Mary L. Pretz-Lawson - Carnegie Mellon University – Mary L urged the group to re-use - don't reinvent the wheel!  Leverage what is out there!! 
· Cary Komoto – University of Wisconsin Colleges Online – Asked the group for guidance on how to convince management that creating a PMO is worth doing.

· Randall Alberts - Georgia State University – He agreed on the need for executive support.  The second step is to then to figure out what projects you have going on.  Big task!!!! Review them for similarities.

· Mary L. Pretz-Lawson - Carnegie Mellon University –She pointed out that just figuring out what you have going on and sharing it really helps and raises awareness.

· Susan Lutz - University of Denver - is posting a project list for all customers to see.
· Sherri Yerk-Zwickl - Lehigh University - Her group relies on those above them for information about what's going on to ask for resource planning.  She wondered how to convince them that PM and a PMO is a good idea.

· Randall Alberts - Georgia State University – Using lessons learned is a big part of PM. 


· Joan Soares - McGill University –Joan suggested not trying to do too much too quickly. Don’t make the methodology too heavy. Focus on just in time and just enough. Methodology is good but JIT is best. Be intentional and don't do everything at once.

· Paula J Wedemeyer - Ithaca College – Paula suggested going slowly.  Identify your most painful issues and address them first. Focus on managing the cultural changes. Build a shared PM language.

· Mike Notarius - SUNY – Mike is looking for a list of steps on how to start.  They are kicking this off in 2 weeks.

· Sarah Bendele - Central Michigan University - Level 5 Partners is a great non-profit company with excellent support for starting a PMO whether you buy their tools or not. (http://www.level5partners.com/)  

Change Management & Control –

· Jean Fruth - Weber State University  - They have been moving toward ITIL service management for change management and incident problem management . It is working well. Change management alone is difficult but with service management (e.g., a definitive media library and service library) it works better. They have an integrated system.  Tech Excel too used. They selected for ITIL implementation.  Appalachian State is a good case study because they have implemented ITIL from start to finish.

· Mary L. Pretz-Lawson - Carnegie Mellon University – Asked the group about change management within a project. How are folks managing changes within projects? What is being done in terms of project reviews and determining opportunities for tracking?

· Larry Creel – University of Central Missouri – They negotiate a Statement of Work with the customer at the start of the project. Within the SOW it is spelled out how any changes to projects are to be processed and approved.

Providing training for PMs and Functional Leads 

· What should the PMO look like?  Variety of models



· Process, training and education focused



· "home" for PMs



· Hybrid/combination

· Joan Soares - McGill University – They use a hybrid solution. Their PMs come together to determine a model of training and support they want/need.  Then they morph and change and bring the process out of that.

· JoAnn Gonzales-Major - University of Alaska Anchorage – JoAnn cautioned to remember the people factor. They often have to push back on project priorities because the culture can't take constant change.  Need to train and change culture.

· Joan Soares - McGill University – Joan asked the group if PMO's are coupled with IT or Organizational departments?

· JoAnn Gonzales-Major - University of Alaska Anchorage – JoAnn indicated that they do come together but it depends on where the changes come from. Their PMO sits in on project meetings. They have been able to delay new technology rollouts because the organization cannot handle additional change.

· Mary L. Pretz-Lawson - Carnegie Mellon University – Asked how many people have certified PMs as a part of the PMO?  About half the room indicated that they did. Mary L pointed out that each year this number is higher.

Tools

· Connie Barling - Illinois State University – They are using Sharepoint on Eclipse. It is a bit clunky and slow. They are looking for something else. Does anyone have suggestions?

· JoAnn Gonzales-Major - University of Alaska Anchorage – They are launching Team Dynamix. They are in the process of implementing tools, and templates. They plan to use all the tools available. 

· Rene Weston-Eborn – University of Utah – They tackled project and portfolio management at the same time.  They are using Plan View, which helps them manage project portfolio & projects at the same time. - ideation through inquiry to acceptance through to PM. 

· Randall Alberts - Georgia State University – Using vPMO – When looking for a tool, know what your processes are first!!! Then select a tool to help you with it.

· Steve Williams - Newcastle University - They keep a simple list of "Not yets" - not yet projects.  

· Larry Creel – University of Central Missouri – Suggests following the best practice of using a scope statement and negative scope statement (that spells out what is not included).

· Kelly Block – University of Illinois – They have been using CA Clarity for 3 years. It does portfolio management, PM, and resource time management. They have 400 users. It is a high-end tool. They have made tremendous leaps as a result of using the tool.

· Mary L. Pretz-Lawson - Carnegie Mellon University - If you have a well defined process - then you can evaluate a tool.  Use baby steps. Suggested starting with something “quick & dirty”. Then later you can move towards something more sophisticated.

· Dean Plumadore - Illinois State University – Dean was curious if tools are expanded lists or whole toolkits? Do they allow for time capturing and reporting? They are considering using Altiris HelpDesk - Symantec tool for workstation mgt and help desk ticketing for PM - any ideas on this?

· Jean Fruth - Weber State University - TechExcel can do time tracking. It is fairly comprehensive.

· David Kirmse - Univ. San Francisco - Basecamp and svc now expanded to include PM capabilities
· Steve Gallagher, Capilano University – Basecamp and it can do time tracking.
· Joan Soares – McGill University – Using the Team Dynamix tool. They are importing all of their old forms into the tool.

· JoAnn G.-M. - University of Alaska Anchorage – They use SharePoint and MS Project. They have a 1-page form used to collect information on project proposals. eRequest submissions are followed by an interview to expand on the request. They often find changes between what was submitted on the form and what was discovered during the interview. The PM creates the project plan from what is learned and sends it back to customer for approval.

· Gary Holeman - Moorhead State University – They leveraged a tool they all ready had. They took their help desk system and made it into a PM system. They have been using it for 2 years. It does not work perfectly but it helps. 

· Mike Notarius - SUNY – Using @Task

To what extent are people adopting Agile PM? 

· John Styer - Brown University - Lots of people talking about it. But it seems difficult to deliver projects on time with agile methodology.  Heavy on planning normally, agile is not.  

· Bob Griffith – University of Chicago – They have a hybrid situation. They have a structured PMO and agile PMs outside of that.  Agile PM becomes a facilitator. It is a different approach.  With Agile you don’t plan things out. It’s more fun. Their web group uses Agile. You have to get used to not knowing where the end is. He had his team trained in the Agile methodology.

· Deborah Sartin – University of New Mexico - Who did the Agile training? Bob answered: ASPE - scrum training - 3-day Agile bootcamp.  

· Randy Stiles - Colorado College – They have two big IT projects. They used traditional PM for a network project. It went well.  ERP implementation using traditional PM is not going well.  Going to switch to sprinting/Agile because traditional PM does not get things done fast enough.

· Susan Lutz – University of Denver - Does Agile actually produce a better product?  

· Bob Griffith – University of Chicago – They are very happy with it. It gives a quicker idea of where things are heading. They started a project, did two sprints, and learned that they were going the wrong way. They were only able to turn around because they were using Agile.

· Christopher Mini - University of the West Indies – Chris has issues with PM in general. They have internally split infrastructure projects with standard methodologies verses software development projects using the Agile approach.  They have tried software development with Agile/rapid prototyping have had successes and failures.  Get a champion for the Agile method.

· Deborah Sartin – University of New Mexico – Deborah asked if anyone had implemented OPM3. No one had. 

· Sarah Bendele - Central Michigan University – Asked ‘What is Agile PM development vs agile PM?’

General Topics:
· Steve Williams - Newcastle University – Steve is interested in connecting with anyone implementing program management at an organizational level.

· Randy Jobski - Lansing Community College – Randy commented that people’s day to day jobs tend to be incidents and non-project tasks. So keep that in mind when resource planning. He was wondering how to provide a dashboard for a person to show everything in one.

· Mike Notarius – SUNY - Mike shared that they use @Task to help them track the day-to-day as well as project work. 

· Howard Hawhee - Austin Community College – They are establishing metrics for time estimates. 

· Joann Alaska - Penn State University - Instructional design does PM across campuses.

· Mike Bolton - Texas A&M – Mike shared that the University of Washington PM portal - built on Confluence. He has found it to be a great resource.

Thanks to note-takers: Sarah Bendele, Central Michigan; Dean Plumadore, Illinois State; Paula J Wedemeyer, Ithaca College!

7

