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Section 1. 	Revision History
Identify document changes.
	Version
	Date
	Name
	Description

	1.0
	8/30/13
	Wendy Mazzurana
	Initial version published.

	1.1
	11/8/13
	Wendy Mazzurana
	Updated Optional and/or Ad Hoc templates descriptions. 

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	






Section 2. 	Purpose
PM Lite was created to facilitate consistent project delivery in the Program and Portfolio Management Office (PPMO). PM Lite consists of the templates, processes, and best practices the PPMO uses to manage its projects.

Section 3. 	Templates
3.1	Project Management Documents- Required
	Template Name
	Description
	Phase Created

	PM Lite Business Case Template vX.X MM-DD-YY.docx
	The Business Case is the first document created for any PPMO project. It defines the business need the project will address. 
	Initiation

	PM Lite Project Charter Template vX.X MM-DD-YY.docx
	The Project Charter officially authorizes the project and allocates project resources. Included in this document are what’s in-scope, what’s not in-scope, the high-level milestones, budget & funding source, requirements, and stakeholders.
	Initiation

	PM Lite Project Register Template vX.X MM-DD-YY.xlsx
	The Project Register is a spreadsheet that tracks action items, decisions, deliverables, risks, issues, decisions, stakeholder contact information, project schedule, and more. The PPMO uses this document to monitor, control, and track the project.
	Planning

	PM Lite Lessons Learned Template vX.X MM-DD-YY.docx
	The Lessons Learned document is used to identify and preserve the lessons learned on each project. It is a best practice of the PPMO to review the lessons learned on similar projects during the Initiation Phase of each new project.
	Closure

	PM Lite Project Closure Template vX.X MM-DD-YY.docx
	The Project Closure document is the official sign-off and approval for project closure. This document includes a list of any remaining action items that are transitioned to operations after the project officially closes.
	Closure



3.2	Reporting Templates
	Template Name
	Description
	Phase Created

	PM Lite Project Meeting Notes Template vX.X MM-DD-YY.docx
	The Project Meeting Notes template is used to document notes for all project meetings. The PPMO Best Practice is to distribute meeting notes to appropriate project stakeholders within one (1) business day following the meeting.
	Initiation

	PM Lite Project Status Report Template vX.X MM-DD-YY.docx
	The PPMO Status Report is utilized for reporting the project status, to include high-level milestones, completion dates and progress on each. The PPMO reports project status bi-weekly, by noon every other Friday and posts these reports in the PPMO SharePoint site under Status Reports for the appropriate month.
	Initiation

	PM Lite PPMO Key Performance Indicators EXAMPLE.xlsx
	The Key Performance Indicators (KPIs) allow the PPMO to monitor and track project performance and show overall performance of the PPMO in its project delivery. The KPIs are reviewed and adjusted as appropriate on a quarterly basis. The PPMO recommends establishing KPIs and reviewing them regularly as a Best Practice for continuous improvement to Project Management and overall customer satisfaction.
	Initiation



3.3	Optional and/or Ad Hoc Project Documents*
	Template Name
	Description
	Phase Created

	PM Lite Project Change Request Template vX.X MM-DD-YY.docx
	The Project Change Request (PCR) form is used by the Project Manager to request a change to the project schedule, scope, budget, project milestones and/or deliverables. Approval from the PPMO Director is required on each PCR. 
	As Needed

	PM Lite Business Requirements and Design Template  vX.X MM-DD-YY.docx 
	The Business Requirements and Design document is typically used for IT and/or operational projects that have significant architectural or design requirements.
Depending on the project, a Statement of Work (SOW) may be included.
	Planning

	PM Lite Milestone Timeline Template EXAMPLE.vsd
	The Milestone Timeline is used as a visual representation of the schedule for key project deliverables and milestones. The Milestone Timeline is beneficial for presenting a visual schedule for the project, especially to executive stakeholders. The Milestone Timeline can also be used to depict the critical path. 
	Planning


*Optional/Ad Hoc Document. These documents are created based on the individual needs identified for each project.


Section 4. 	How to Use the Templates
The diagram below identifies which templates are typically created and/or completed during each phase of the project lifecycle.
· Business Requirements & Design
· Schedule (Milestone Timeline)
· All project tools
· Business Case
· Project Charter
· Lessons Learned
· Project Closure






· Project Register
· Meeting Notes
· Project Status Reports
· KPIs
· Project Change Request





4.1 	Initiation
The Initiation Phase accepts a business idea and turns it into a formal project.
4.1.1 	Key Activities:
· Recommend a project
· Approve and initiate a project
· Project assigned to PM
· Review Lessons Learned from similar projects
· Identify Resources
· Schedule Project Kickoff
4.1.2 	Required Project Management Documents:
· Business Case. The Business Case is the initial document for any PPMO project. The Business Case outlines the need and justification for proceeding with the project. The PPMO facilitates a quarterly review of projects submitted to the PPMO Portfolio. At this quarterly meeting, the Portfolio Review Team reviews all Business Cases submitted by the quarterly deadline and determines its inclusion in the upcoming PPMO project line-up.  If selected for inclusion within the Portfolio, each Business Case is assigned a priority within the PPMO Portfolio.
· Project Charter. The Project Charter formalizes the project. The Charter requires formal approval from the PPMO Director and Project Sponsor. The Charter contains the project scope, estimated timeline, and budget, where applicable. Once the Charter is approved, the Initiation Phase closes and the project moves into the Planning Phase.
4.2	Planning
The Planning Phase develops the approach and schedule for delivering the project. The triple constraint (Scope, Budget, Schedule) is finalized in the Planning Phase. The project team is formalized and the communications plan and project deliverables are identified. The project plan and triple constraint must be approved by the Project Sponsor and the project team.
4.2.1	Key Activities:
· Finalize the project goals/scope
· Develop the project schedule & high-level milestones[footnoteRef:1] [1:  N. B. The project schedule is a critical tool and artifact for each project. The PPMO requires that each project has a documented schedule for deliverables, milestones, and tasks. The PPMO does not specify how or which tool to use for documenting and tracking the schedule, deliverables, milestones and tasks. Each project manager must determine the appropriate tool/technique for tracking and communicating the project schedule, including deliverables, milestones, and tasks, based on the project and the project team. ] 

· Assign project tasks[footnoteRef:2] [2:  See Footnote 1. ] 

· Solidify the project team
· Develop Project Plan, including Communications Plan for Stakeholders

4.2.2	Optional/Ad Hoc Documents:
· Business Requirements and Design. The Business Requirements and Design document is typically used for IT and/or operational projects that have significant architectural or design requirements. Depending on the project, a Statement of Work (SOW) may be attached.
· Milestone Timeline. The Milestone Timeline is a visual representation of the project schedule. The Milestone Timeline is not a substitute for the formal project schedule.
4.3	Execution
In the Execution Phase, the project plan is worked, the project deliverables are completed, and the project is implemented or “goes live.”
4.3.1	Key Activities:
· Execute the project plan
· Maintain project communications
4.3.2	Required Project Management Documents:
· All project tools and templates should be used as appropriate to ensure on time project delivery.
4.4	Closure
In the Project Closure Phase, the project artifacts are archived in the project repository, the project activities are completed, and the project transitions to operational status.
4.4.1	Key Activities:
· Transition project to operations
· Close the project
· Archive project artifacts
· Document lessons learned
· Perform customer satisfaction survey of project team and stakeholders
4.4.2	Required Project Management Documents:
· Lessons Learned. The PPMO recommends documenting the Lessons Learned throughout the project, not just at project closure. The Lessons Learned document must be completed and reported appropriately as part of project closure. The PPMO recommends review and approval of the Lessons Learned by the Project Sponsor and the PPMO Director. The Lessons Learned document cannot be finalized until the Customer Satisfaction survey results are received.
· Project Closure. The Project Closure document formalizes the completion of the project. The document includes a checklist of items that must be included in the project repository along with any open action items transferred to operations. The PPMO recommends formal approval of the project closure from the Project Sponsor and/or PPMO Director. The Project Closure document cannot be finalized until the Customer Satisfaction survey results are received. 

4.5	Monitoring & Controlling
The Monitoring & Controlling Phase of the project is an umbrella phase that commences in the Initiation Phase and extends through Project Closure. The PPMO uses the templates included in the Monitoring & Controlling phase as reporting and communication tools to ensure successful project delivery.
4.5.1 	Key Activities:
· Track project status
· Communicate project activities
· Monitor project health and status

4.5.2	Required Project Management Documents:
· Project Register. The Register is the single source document for tracking project activity. The PPMO uses the Register to track action items, decisions, risks, issues, communications protocols, deliverables, and stakeholder information. The Register serves as the Project Plan in many cases. The Project Register is a living document that will be updated throughout the course of the project. 
4.5.3	Required Reporting Documents:
· Meeting Notes. The Project Manager is responsible for communicating notes from all project meetings. The PPMO standard recommends distributing project meeting notes within one business day of the project meeting.
· Status Report. The PPMO reports project status every two weeks.
· Key Performance Indicators (KPIs). The KPIs are reported bi-weekly. The PPMO reviews the KPI targets quarterly.
4.5.4	Optional/Ad Hoc Documents:
· Project Change Request (PCR). The PCR is used to document changes to the project schedule, deliverables, scope, and budget. The PCR must have approval from the PPMO Director.

Section 5.	Best Practices
· PM Lite Templates. While the PPMO has established these templates for its project management practices, if similar documents have been created by another business area, the PPMO recommends using those documents in place of the PM Lite templates. As long as the relevant information is formally documented, there is no need to replicate information within a PM Lite template.
· Project Schedule. The PPMO does not have a standard for documenting the project schedule. The Project Manager will select the tool that best fits the needs of the project and the project team.
· Document Library/Knowledge Database or Library. The PPMO recommends establishing a central repository for all project documentation. The PPMO uses a SharePoint site for its document library.
· Approvals/Sign-off. The PPMO recommends official approval from the appropriate key stakeholders for the following project documents: Project Charter, Project Closure, Lessons Learned.
· Lessons Learned review. As part of the Initiation phase, the Project Managers within the PPMO review the Lessons Learned documents from similar projects.
· Customer Satisfaction Survey. The PPMO sends Customer Satisfaction surveys to project stakeholders at the end of each project. The survey results are included in the Lessons Learned document. 
Section 6.	Feedback
If you have any questions on PM Lite or on project management practices, please contact the PPMO at ppmo@dir.texas.gov. 
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