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Howv to Use this Guide

to assist Project Sponsors, Project Managers and other agency representatives to

effectively write a Project Proposal and Project Charter in order to obtain approval for

development. The Project Proposal and Charter templates used in this guide are
extracted from the Commonwealth’s Portfolio Management tool (ProSight), which is the
mandatory repository for project documentation. The writer’s guide provides an overview of
each section in the Project Proposal and Charter and identifies key elements of information that
should be included in those sections. In addition, the Writer’s Guide provides examples of how
that information would, in a best practices situation, be provided. Finally, each section of the
guide contains references to questions from the Commonwealth’s Balanced Scorecard. Agency
staff responsible for preparing Project Proposals and Charters will be able to quickly identify what
questions from the Balanced Scorecard are going to be used during evaluation of each section and
the required information to answer those questions.

T he primary objective of the Commonwealth Project Proposal & Charter Writer’s Guide is

Project Proposal

General Information

tool ProSight. In the General Information section of the proposal, provide basic

information about the project including: Project Title — The proper name used to identify

this project; Project Working Title - The working name or acronym that will be used for
the project; Proponent Secretariat - The Secretariat to whom the proponent agency is assigned or
the Secretariat that is sponsoring an enterprise project; Proponent Agency — The agency that will
be responsible for the management of the project; Prepared by — The person(s) preparing this
document; Date Prepared - The date this document is initially prepared.

T he project proposal template is located in the Commonwealth’s Portfolio Management
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3 Prosight Portfolios - Forms: Project Proposal - Microsoft Internet Explorer
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st Project/ Business Sponsor, or Project
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and submit project praposal and project
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appropriate. List the principal individuals who may be contacted for information
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In this section, specifically address the following points which will be evaluated using the
Balance Scorecard:

e All stakeholders associated with the project along with point of contact
information. Major stakeholders should be included and represented by customer
(user) representative(s).

Note: A stakeholder, for purposes of the proposal, is any party who affects, or
can be affected by the agency’s project. Stakeholders may include any or all of
the following: citizens, supetrvisory boards, advisory boards, agency staff, staff
from other state agencies, institutions of higher education, local governmental
bodies, Secretaries, the Governor and the General Assembly.

e The name and point of contact information for the appropriate governing body
for an enterprise investment if applicable (for example, the Virginia Enterprise
Applications Program).

Business Problem

he Business Problem is a question, issue, or situation, pertaining to the business, which
needs to be answered or resolved. State in specific terms the problem or issue this
project will resolve. Often, the Business Problem is reflected as a critical business issue
or initiative in the Agency’s Strategic Plan or I'T Strategic Plan.

7} ProSight Portfolios - Forms: Project Proposal - Microsoft Internet Explorer
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In this section, specifically address the following points which will be evaluated using the
Balance Scorecard:

e Stakeholder interests associated with the business problem.

Note: Stakeholder interests are impacts or interrelationships with affected
business processes and supporting systems and/or specific goals and objectives
associated with the project.

e A specific legal or regulatory citation if the investment supports an activity or
business process that is mandated by a federal or state legal or regulatory
requirement. For example, if the investment supports a business process that is
mandated by the Code of Virginia or the Budget Bill, cite the specific section of
the law and include a brief quotation.

e A detailed explanation of the business problem and how that problem is directly
tied to a business need from the Agency Strategic Plan.

¢ An explanation of any changes to the business need that was identified on the
Investment Business Case template during the Select Phase.

¢ An explanation of the specific agency-level business processes as they relate to the
business problem, if applicable.

¢ An explanation of the specific enterprise wide business processes as they relate to
the business problem, if applicable.

e A statement on how a solution to the business problem will or will note promote
collaboration with other agencies, localities or other government entities.

Project Purpose

was completed, the Project Purpose (Section B) from the worksheet provides
information to support completion of this section.

E xplain the business reason(s) for doing this project. If the Project Analysis Worksheet

1. Project Business Objectives

Define the specific Business Objectives of the project that correlate to the strategic initiatives
or issues identified in the Commonwealth or Agency Strategic Plan. Every Business
Objective must relate to at least one strategic initiative or issue and every initiative or issue
cited must relate to at least one Project Business Objective.
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2} ProSight Portfolios - Forms: Project Proposal - Microsoft Internet Explorer
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[ 2.1 Profect Iniyation
Cligk on the link ab: 1 ter th " "
L Commonwealth Strategic Plan — Critical Issues
initiating, updating, and
submitting project proposal and
charter.

Project Business Objectives

Nest Steps:

{3 Click here to qo to the Project
Manager Processes Folder

Constraints are items that by their nature restrict choice. Identify Constraints that will influence the selection of 5 solution to resolve the Business Problem, Constraints can include but are nat
limited ko: e, Fnding, personnel, Facilties, and management limikations.

Bubmit Reset

In this section, specifically address the following points which will be evaluated using the
Balance Scorecard:

¢ Business objectives tied to business needs identified in the Agency Strategic Plan.
¢ Identification of any enterprise wide business processes.

¢ Identification of any business objectives that promote collaboration in the
Commonwealth

2. Constraints

Constraints are items that by their nature restrict choice. Identify Constraints that will
influence the selection of a solution to resolve the Business Problem. Constraints can include
but are not limited to: time, funding, personnel, facilities, and management limitations.
Constraints are evaluated but not scored on the Balanced Scorecard.
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Service Areas

elect Service Areas this investment supports by clicking on the "Add" button (below
right). From the pop-up box, choose from the list of your agency setrvice areas. Ensure

you click 'OK" at the bottom of the pop-up list box.

After the Service Areas have been

added, indicate the Primary Service Area by double clicking on the cell in the "Weight"
column. Describe how the investment supports the Service Area by clicking on the Service
Area name and then press the "Edit" button; enter the description in the "Annotation" box.
If the service area is identified in the Governor's Performance Goals, type "Governot's

Performance Goals" in the annotation box also. Service Areas are evaluated but not scored
on the Balanced Scorecard.

File Edi View Favortes Tooks Help
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[0 2.1 Project Initiation
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Select Service Areas this investrent supports by clicking on the "Add" button (below right). Frorm the pop-up box, choose from the list of your agency service areas. Ensure
wou click 'Ok atthe bottorn of the pop-up listbox.  Afterthe Service Areas have been added, indicate the Primary Service Area by double clicking on the cell in the "Weight'
column. Describe how the investment suppons the Service Atea by clicking on the Service Area name and then prass the "Edit' button; enter the description in the
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Service Areas Supported Direction: Supports, Type: Service Area

Add
Item Name = Weight Cost vz- Manager Start Date  End Date Phase Edit...
Remove.
Annokation:

Bubmit Reset

Project Description

escribe the project approach, the specific solution, customer(s) served, and expected

benefits. The approach is the overall strategy for solving the Business Problem. The

solution should identify in specific terms how the project is accomplished and include

information about the general timing and cost of major procurements or purchases. If
the Project Analysis Worksheet was completed, the Preliminary Project Description (Section C)
and the Recommendation (Section ) on the worksheet provide information to support
development of the Project Description.
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7} ProSight Portfolios - Forms: Project Proposal - Microsoft Internet Explorer
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I i Describe the project approach, the specific solution, customer(s) served, and expected bensfits, The appraschis the overall strateay for slving the Business Problem. The solution should identify
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In this section, specifically address the following points which will be evaluated using the
Balance Scorecard:

e Stakeholders and their specific interests with this I'T investment.

Note: A stakeholder, for purposes of the proposal, is any party who affects, or
can be affected by the agency’s project. Stakeholders may include any or all of
the following: citizens, supervisory boards, advisory boards, agency staff, staff
from other state agencies, institutions of higher education, local governmental
bodies, Secretaries, the Governor and the General Assembly. Stakeholder
interests are impacts or interrelationships with affected business processes and

supporting systems and/or specific goals and objectives associated with the
project.

¢ An explanation of any changes to the stakeholders and their interests from the
Project Business Alignment template used during the Select Phase.

e Stakeholder roles, responsibilities, and expected participation in project
development.

Note: Stakeholder participation will vary from project to project. Some
stakeholders may be directly involved on steering committees or have direct
oversight over Project Managers while other stakeholders merely watch and
observe and wait for the final product. Agencies must be able to identify

stakeholders and how they will participate throughout the Project Management
lifecycle.

e An explanation of any changes to the stakeholder benefits (values) from the last
formal approval action.

e A more detailed statement of stakeholder value as compared to the original value
identified in the Investment Business Case template.

e Alist of business activities that will be impacted by the I'T project

7
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e The impact on business activities. Agencies must quantify what the impact
(positive or negative) will be on the business activity.

Note: IT projects will generally impact business process speed, required
resources, output quality or output capacity. Agencies must be able to quantify
the impacts to business processes by documenting specific operational
efficiencies around speed, resources, quality and capacity such as:

¢ Reduced number of steps per transaction

¢ Reduced resources required per transaction
¢ % Reduction in paperwork

¢ Reduced number of manual tasks

e Improved transaction processing time

¢ Reduced error rates

e % improvement

Explain how the quantified values were derived. A range for an operational
efficiency is acceptable if a specific value cannot be identified.

e A statement as to why any negative impacts to business activities are acceptable
(if applicable).

e A specific legal or regulatory citation if the investment supports an activity or
business process that is mandated by a federal or state legal or regulatory
requirement. For example, if the investment supports a business process that is
mandated by the Code of Virginia or the Budget Bill, cite the specific section of
the law and include a brief quotation.

¢ A business problem that can be directly tied to a business need from the Agency
Strategic Plan.

e An explanation of any changes to the business need that was identified on the
Investment Business Case template during the Select Phase.

¢ An explanation that describes how the IT solution to the business problem is tied
to the Agency business architecture.

¢ The net economic impact that the proposed investment will have on the
Commonwealth or a designated region within the state.

Note: Economic impact should be quantified. Examples include (not all
inclusive):

e % increase or decrease in businesses or # of new businesses

e Y% increase or decrease in jobs or # of new jobs

e GDP
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e % increase or decrease in construction

e An explanation that describes how the agency used the Enterprise Business
Architecture to identify organizations with similar processes and evaluate their
solutions to the same or similar business problem.

Strategic Justification

dentify how the project is consistent with the Commonwealth and Agency Strategic or IT
I Strategic Plan. If the project is not consistent, explain why the project is being proposed.

1. Briefly, describe how this project supports or is consistent with the Commonwealth of
Virginia Strategic Plan for Technology. If it does not support the Commonwealth of
Virginia Strategic Plan for Technology, explain why this project proposal is being
submitted.

2. Explain where and how this project is identified in the Agency IT Strategic Plan most
recently approved by the Chief Information Officer. If it is not identified in the plan,
explain why this project proposal is being submitted.

3. Briefly, describe how the planned solution complies with Commonwealth Enterprise
Architecture Standards. If it does not comply with the Commonwealth Enterprise
Architecture Standards, explain why this Project Proposal Document is being submitted,
and identify which Commonwealth Enterprise Architecture Standard(s) are not being
met.
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Submit Project Proposal and Project GENERAL INFO... QUESTIONS,/P.. BUSINESS PRO.. PROJPURPOSE SERVICE AREAS MAJOR MILES... CBA EXECUTION ES... O&M ESTIMATE PROJECT RISK
Charter:

Project Managers of person with the
delegated razponsibility (AITR on behalf
st Project [ Business Spensor, or Project
Managen) are responsible to complete

I p Deseribe the project approach, the specific solution, customer(s) served, and expected benefits. The approach is the overall strateqy For solving the Business Problem. The solution should identify
j:: ::'h’“" breisctipieposallandlproleat in specific terms how the project is accomplished and include information about the general timing and cast of major procurements or purchases.
[ 3.1 Projert Initiation |

Click an the link abave to enter the
Project Initiation process far
initiating. updating. and
submitting project prepesal and

Next Steps: LI

{5 Click here to qo to the Project
Manarer Processes folder

IdentiFy how the project is consistent with the Commonwealth and Agency Stratenic or IT Strategic Plan, I the projct is nat consistent, explain why the praject is being propased.

1. Brisfly, describe how this project SURports of is consistent with the Commanwealth of Virginia Strategic Flan For Technology, IF it daes not support the Commonwealth of Yirginia Strategic Flan For
Technology, explain why this project proposalis being submited,

|

2. Explain where and how this project is identified in the Agency IT Strateic Plan most recently appraved by the Chief InFormation Officer, IFit is not identified in the plan, explain why this praject
praposal is being submitked.

In this section, specifically address the following points which will be evaluated using the
Balance Scorecard:

e A description of how the project supports the Commonwealth of Virginia
Strategic Plan for Information Technology.

e An explanation of why the project does not support Commonwealth of Virginia
Strategic Plan for Information Technology (if applicable).

e A statement describing where and how the project is identified in the Agency IT
Summary (within the Agency Strategic Plan).

e An explanation of why the project is not in the Agency I'T Summary (within the
Agency Strategic plan (if applicable).

e An explanation of how the IT solution to the specific business problem is tied to
the Agency business architecture.

e An explanation of the specific enterprise wide business processes being addressed
with the project if applicable.

e A statement describing how the proposed solution has been evaluated for
compliance with the Commonwealth Information Technology Resource

10
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Management (ITRM) Standards and Policies regarding Enterprise Technical
Architecture, Accessibility and Security.

Estimated Project Development Schedule (Major
Milestones)

Identify major Project Milestones for planning, execution, and closeout..

e Project Charter Approved

e Project Plan Completed

e Project Plan Approved

e Project Execution — Started

e Project Execution Completed
e Project Closed Out

3 ProSight Portfolios - Forms: Project Proposal - Microsoft Internet Explorer

File Edit Wiew Favorites Took Help ‘ 4.
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Charter:
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sharter.

Milestone Planned Start Date Planned Completion Date
[ 3.1 Projert Tnitiation
Click an the link abave to anter the
Project Initiation process far
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submitting project praposal and

Nest Steps:

[z Click here ko go to the Project
Manager Processes Folder

Milestones in the proposal are evaluated but not scored on the Balanced Scorecard.

Cost Benefit Analysis (CBA)

rovide an economic justification for the project based upon the Cost Benefit Analysis and
the expected return on investment.

11
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1. Financial Estimate

Use the Cost Benefit Analysis tool to provide an economic justification for the project. Identify
the estimated funding resources required to complete the project and then identify the funding
requirements to operate or maintain the product(s) or service(s) developed from the project.

2. Cost Benefit Analysis Summary

a. Summarize the results of the Cost Benefit Analysis. Explain why the expected monetary and
non-monetary benefits validate the expenditure of resources for this project. Describe saving
achieved and separate savings from cost avoidance.

b. Summarize the results of the Return on Investment Analysis. Provide ROI for 5 years and
10 years. If the project does not have a positive expected return on investment, explain why
this project proposal should be approved.

7} Prosight Portfolios - Forms: Project Proposal - Microsoft Internet Explorer
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Sub-Process 1.1. Initiate, Update and
Submit Project Proposal and Project | GENERAL INFOR.. QUESTIONS/POCS BUSINESS PROBL.. PROJPURPOSE  PROJ DESCRIPTL. MAJOR MILESTO.. “ EXECUTIONESTL. O&MESTIMATE  PROJECT RISK
Charter:

Project hianagers or persan with the
delegated responsibility (AITR on behalf
of Froject / Business Sponsar, 1 Praject
Managen are responsible to complete
and submit preject proposal and project
charter,

Use the Cost Benefit Analysis tool to provide an economic justfication For the project, Identify the estimated funding resources required to complets the project and then identify the funding
Fequirements o operate or mankain the product(s) or service(s) developed From the project,

3.1 Proect Initiation
Click on the link above to enterihe
Project Initiation process for
initiating, updating, and
submitting praject propossl and

Surnimatize the results of the Cost Benefit Analysis, Explain why the expected monetary and non-monetary beneflts vahdate the expenditure of resources for this project, Upload the Cost
Beneﬁt Analysis to the project document repositary. Describe saving achieved and separate savings from cost avoidan

Next Steps:
[ Click here to o ko the Praject
Mansaer Processes folder

b Sunimiarize the results of the Returr on Investent Analysis, Frovide ROI for § years and 10 years, IF the project doss not have a positive expected retUrm on investment, =xplain why this
project proposal should be approved. Upload the detailed Rsturn on Irwestment Analysis ta the projsct document repasitory.

|

Use the upload feature to save CBA and ROl documents for the project,

ltem Links:

Name Link Size Owner Uploaded RS

In this section, specifically address the following points which will be evaluated using the
Balance Scorecard:
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e A description of the quantified benefits that the project will achieve.

Note: Agencies must be able to quantify the benefits to stakeholders by
documenting specific performance measures such as:

¢ Reduced transaction time

¢ Increased on-time delivery

¢ Reduced average wait time

e More accurate and available information
¢ Reduced resolution and response time

e Increased order fill rate

e Improved quality of material

e Increased accessibility to services

e % improvement in an area of value

Explain how the quantified values were derived. A range for a performance
measure is acceptable if a specific value cannot be identified.

e An explanation of any changes to the stakeholder benefits (values) from the last
formal approval action.

e A more detailed statement of stakeholder value as compared to the original value
identified in the Investment Business Case template.

e An explanation as to why any negative value to a stakeholder is acceptable.

¢ An explanation of the financial return on investment (ROI) and what the value
indicates.

Note: If the proposed investment leverages funding from the federal
government or from the private sector, the impact must be shown in the ROI
calculation.

e A summary of the Cost Benefit Analysis (CBA) with a statement identifying cost
avoidance and/or savings as a result of the project.

Estimate of Execution Expenditures and Funding

rovide an Estimate of the Expenditures and Funding required for execution and close out
of the project.
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Sub-Process 1.1. Initiate, Update and

Submit Project Proposal and Praject | GENERAL INFOR..

| Setup | Help

. QUESTIONS/POCS BUSINESS PROBL...

Item: | @l 184 Secretary of Technology (SOTEC)

Subrmit

Resst

Address | https:ffctp.vita.virginia.govfprasight/Partfolios( ECE \um
| Pordolios Zappa, Bob | Tussday, Mar 4, 2005 4]

MY PORTFOLIOS «© - o
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2be. Speling

a = 9

This estimate

Explanation:

is accurate o

PROJPURPOSE  PROJ DESCRIPTL.. MAJOR MILESTO... cea OBMESTIMATE  PROJECT RISK
sr’::lr:';\.ﬂanagers or person with the
delegated responsibility (AITR on behalf
af Froject / Business Sponsar, or Project
Managen) are responsible to complete
and submit project proposal and project Estimated Expenses FY06-FY10
s FY 2006 FY 2007 FY 2008 FY 2009 FY 2010
[ 3.1 Praject Initiation
Click an the link abavs to snter th Internal Staff Labor
Project Initiation process far Services
initiating, updating, and
submitting project praposal and Software Tools
charter. Hardware
Maintenance
Facilities
RantStsps Telecommunications
[ Click here to qo to the Project Training
Manager Processes folder ey
Contingency (Risk)
Total 0.00 0.00 0.00 0.00 0.00
Estimated Expenses FY11-Fy14; Total
FY 2011 FY 2012 FY 2013 FY 2014 Total o
Internal Staff Labor 0.00
Services 0.00
Software Tools
Hardware
Maintenance
Facilities
Telecommunications
Training
vy 0.00
Contingency (Risk)
Total 0.00 0.00 0.00 0.00 0.00

In this section, specifically address the following points which will be evaluated using the

Balance Scorecard:

e A completed estimate of execution expenditures and funding.

Estimate of Operations Expenditures and Funding

rovide an Estimate of the Expenditures and Funding for Operations and Maintenance of

the asset(s) delivered upon project completion.
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HIiek 11 Por tlolies Zoppa, Bob | Tuesday, Mar 4, 2008 &
MY PORTFOLIOS « - 2
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[dAdd ~| Edi.. | Options -
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Form | Iter Sekup | Help
Subrit | Reset | e Speling | Sp A W
Sub-Process 1.1. Initiate, Update and
Submit Project Proposal and Project GENERAL INFOR... QUESTIONS/POCS BUSINESS PROBL... PROJPURPOSE PROJDESCRIPTL... MAJOR MILESTO... CBA EXECUTION ESTIL.. PROJECT RISK
Charter:
Froject Managars of person with the
delegated responzibility (AITR on behalf
of Project / Business Spensor, or Project
Managen ars responzible ta complate
and submit project proposal and project Fiscal Year (F¥) 1=
charter.
2. Egtimate of Operations Expenditures
[ 3.1 Project Iritiation
Click an the link abave to enter the Estimate of Expenditures
Project Initiation prosess for
initiating, updating, and FY1 FY2 Y3 FY 4 FY5
submitting preject proposal and
Internal Staff Labor
Services
Mot Stepss Software Tools
Hardware
[ Click here to qo ta the Project =
Manarer Processes Folder aintenance
Facilities
Telecommunications
Training
Contingency (Risk)
Total 0.0 —
Estimate of Expenditures 2
FY 6 FY7 ] FY 9 Total
Internal Staff Labor 0.00
Services 0.00
Software Tools 0.00
Hardware 0.00
Maintenance
Facilities
Telecommunications
Training
Contingency (Risk)
Total 0.00
This estimate of Operations expenditures is accurate to:
Explanation:

In this section, specifically address the following points which will be evaluated using the
Balance Scorecard:

¢ A completed estimated funding for the first four years of operations and
maintenance (O&M).

e An explanation of how has the agency intends to fund O&M (General fund, non-
general fund, etc.).

Project Risk

fter completing a Preliminary Risk Analysis Worksheet for this project, determine the
level of risk for the project and the risk score. The Risk Summary table below will
automatically fill out after completing the Preliminary Risk Analysis form.
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Form | Item | Col up | Help

Subrit | Reset | M2 Speling | & Bd | W
Sub-Process 1.1. Initiate, Update and
Submit Project Proposal and Project | GENERAL INFOR... QUESTIONS/POCS BUSINESS PROBL..  PROJPURPOSE  PROJDESCRIPTL.. MAJOR MILESTO... CBA EXECUTION ESTI... O8&M ESTIMATE PROJECT RISK
Charter:
Project Managers or person with the

delegated razponsibility (AITR on behalf
of Projact f Business Spansor, of Project
Manager) are responsible to complete
and submit project proposal and project
charter

The Risk Summeary table is completed in the Preliminary Risk Analysis Form, Complete the Preliminary Risk Analysis form as part
of preparing the Project Proposal. The Risk Summary Eable will automatically fil out from Preliminary Risk Analysis Form

(& 3.1 Praject Initiation completion.
Clidk on the link above fo enter the *Project Mame: | 166 Secretary of the Commoanwealth (SOC)
Frojeat Initiation process far
initiating, updating, and .
submitting project propesal and Rizk hodel Tool
Project Risk Model Summary Risk Score

Risk Indicator

Budget Risk

Next Staps: —
External Dependencies Risk
lanagement Risk

Mission Critical Risk

Failure Risk

Complexity Risk

[ Click here to go to the Project
Mananer Processes folder

Total Risk Score

The IT Project Risk Model Template provides a scoring mecharism to determine the level of risk associated with a project
The scoring relates ko the Budget Risk, External Dependencies Risk, Management Risk, Mission Critical Risk, Faiure Risk,
Complexity Risk, Each question has Four responses each carrying a numerical score, The level of Project Risk is:

LowRisk -3 Green
Medium Risk. 36 - 72 Vellow

HighRisk =72 Red

Submit Reset

In this section, specifically address the following points which will be evaluated using the
Balance Scorecard:

e A summary of the Preliminary Risk Analysis Worksheet identifying the
comparative levels of risk, complexity and benefits associated with this IT project.

e A total risk score.
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Project Charter

General Information

he project charter template is located in the Commonwealth’s Portfolio Management tool

ProSight. In section A. of the charter, provide basic information about the project

including: Project Title — The proper name used to identify this project; Project Working

Title — The working name or acronym that will be used for the project; Proponent
Secretariat — The Secretariat to whom the proponent agency is assigned or the Secretariat that is
sponsoring an enterprise project; Proponent Agency — The agency that will be responsible for the
management of the project; Prepared by — The person(s) preparing this document..

2l ProSight Portfolios - Forms: Project Charter - Microsoft Internet Explorer

Flle Edt View Favorkes Tocls Help | o
O 0 X @ (o] Pt Yoo @2 & 8 [

Address | https:ffctp.vita.virginia.govfprasight] ~ B ‘“”“
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Toppa, Bob | Monday, Mar 10, 2008
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(23 1.1. Initiate, Update and 5u... Form: | B2 Project Charter h Ttem: | @l 166 Secretary of the Commonwealth (SOC) -
Form | Ttem |

subrmit | Reset | %o speling | & =2 @
Sub-Process 1.1. Initiate, Update and
Submit Project Proposal and Project EEEL B UIZ POINTS OF C... EXECUTIVE S... PROJECT PUR.. PROJECT BUS.. PROJECT DES.. MAJOR MILES.. MEASURES OF.. PROJECT AU.. PROJECT RES.. APPROYALS PMD RELATE..
Charter:
Froject Managers or person with the
delegated responzibility (AITR on behalf
of Project / Business Spensor, or Project
Managen ars responzible ta complate
and submit project proposal and project
charter.

*Tille 166 Secretary of the Commonwealth (S0C)
[ 3.1 Project Iritiation
Clidk an the link abave to enter the Warking Tite:
Froject Initiation process for B
initiating. updating, and

submitiing project praposal and Proponent Secretary
charer.
Propanant Agency:
Next Steps: Prepared By Administrator, Systerm
[ Click here to go to the Project Date Finalized

Mananer Processes folder

Control Mumber: 269

Subrnit Reset

Points of Contact

ist the principal individuals who may be contacted for information regarding the project
project.
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Form | Item | Col
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Sub-Process 1.1. Initiate, Update and
Submit Project Proposal and Project | GENERAL INF... EXECUTIVES... PROJECT PUR.. PROJECT BUS.. PROJECT DES.. MAJOR MILES.. MEASURES OF.. PROJECT AU.. PROJECTRES.. APPROYALS PMD RELATE..
Charter:

Projact Managers or parson with the
delegated responsibility (AITR on behalf
ot Project [ Business Spansor, or Project
Manager) are respansible to complete
and submit project proposal and project Position

Title /Name/Organization Phone E-mail
charter.
3.1 Project Initiation [Project Sponsor ]

Clidcon the linic above to enter the BrO0ram Hananey

Frojset Initiation procass far Project Manager

initiating, updating, and Proponent Cabinet Secretariat
submitting preject proposal and

charter, Proponent Agency Head

Customer (User) Representative
Customer (User) Representative
Next Steps: Customer (User) Representative
Click here to o to the Project Othes,
Manager Processes foider

Submit Reset

In this section, specifically address the following points which will be evaluated using the
Balance Scorecard:

e All stakeholders associated with the project along with point of contact

information. Major stakeholders should be included and represented by customer
(user) representative(s).

Note: A stakeholder, for purposes of the charter, is any party who affects, or can
be affected by the agency’s project. Stakeholders may include any or all of the
following: citizens, supervisory boards, advisory boards, agency staff, staff from
other state agencies, institutions of higher education, local governmental
bodies, Secretaries, the Governor and the General Assembly.

e The name and point of contact information for the appropriate governing body

for an enterprise investment if applicable (for example, the Virginia Enterprise
Applications Program).

Executive Summary

he Executive Summatry is required when Sections C thru G of the charter are excessively

long. In two or three paragraphs, provide a brief overview of this project and the
contents of this document.
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Charter:

Project Managers or person with the
delegated responsibility GAITR on behalf
of Projact f Business Spanser, of Projsct
Managen) are rasponzible to complete

I 0 n Executive Summary is required when Sections covering the Project Purpose hrough the Project Organization of the charker are excessively long. I two or three paragraphs, provide a brief
e e e overview of this project and the contents of this Charter

[ 3.1 Projert Tnitiation
Click an the link abave to anter the
Project Initiation process far
initiating, updating, and
submitting project praposal and
charter

Nest Steps:

[ad Click here ko go to the Project
Mananer Proresses Folder

Submit Reset

The Executive Summary is evaluated but not scored on the Balanced Scorecard.

Project Purpose

xplain the business reason(s) for doing this project. The Project Purpose (the Business
Problem and Project Business Objectives) is in the Project Proposal, Section B.

Business Problem

The Business Problem is a question, issue, or situation, pertaining to the business, which
needs to be answered or resolved. State in specific terms the problem or issue this project will
resolve. Often, the Business Problem is reflected as a critical business issue or initiative in the
Agency’s Strategic Plan or I'T Strategic Plan.
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[z 3.1 Project Initiation
Click an the link abave to anter the
Project Initiation process far
initiating, updating, and
submitting project praposal and
charter

Nest Steps:

[z Click here ko go to the Project
Manager Processes Folder

Subrnit Reset

In this section, specifically address the following points which will be evaluated using the
Balance Scorecard:

e A detailed explanation of the business problem and how that problem is directly
tied to a business need from the Agency Strategic Plan.

¢ An explanation of any changes to the business need that was identified on the
Investment Business Case template during the Select Phase.

Project Business Objectives

efine the specific Business Objectives of the project that correlate to the strategic
initiatives or issues identified in the Commonwealth or Agency Strategic Plan. Every
Business Objective must relate to at least one strategic initiative or issue and every
initiative or issue cited must relate to at least one Project Business Objective.
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Charter:

Froject Managers or person with the
delegated responsibility (AITR on behalf

of Project / Business Spensor, or Project

Manager) are responsible to complete

e e Using the obiectives outined in the Charter, list the objectives and any addtional detail as necessary to clarify what results the praject is intended ko attain.

5 2.1 Profect Intiation Commonwealth Strategic Plan — Critical Issues

Project Business Objectives
Cligk on the link above to =nter the

Projact Initatcn process fal [ J
initiating, updating, and
submitting project praposal and
charter

Nest Steps:

[adl Click here ko go to the Project
Mananer Processes folder

In this section, specifically address the following points which will be evaluated using the
Balance Scorecard:

e Business objectives tied to business needs identified in the Agency Strategic Plan.

Assumptions

Assumptions are statements taken for granted or accepted as true without proof.

Assumptions are made in the absence of fact. List and describe the assumptions made in the
decision to charter this project.
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i 3.1 Profect Initistion Commonwealth Strategic Plan — Critical Issues Project Business Objectives
Cligk on the link above to =nter the
Project Initiation process for ]
initiating, updating, and
submitting project praposal and
charter

Nest Steps:

[ Click here to qo to the Project
Manarer Processes folder

Assumptions are statements taken for granted or accepted as brus without proof, Assumptions are made in the absence of Fact. List and describe the assumptions made in the decision to charter
this project,

Submit Reset

Assumptions in the charter are evaluated but not scored on the Balanced Scorecard.
Project Description & Scope

Project Description

escribe the project approach, specific solution, customer(s), and benefits. The Project
Description is located in the Project Proposal.
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In this section, specifically address the following points which will be evaluated using the
Balance Scorecard:

e Stakeholders and their specific interests with this IT investment.

Note: A stakeholder, for purposes of the charter, is any party who affects, or can
be affected by the agency’s project. Stakeholders may include any or all of the
following: citizens, supervisory boards, advisory boards, agency staff, staff from
other state agencies, institutions of higher education, local governmental
bodies, Secretaries, the Governor and the General Assembly. Stakeholder
interests are impacts or interrelationships with affected business processes and

supporting systems and/or specific goals and objectives associated with the
project.

¢ An explanation of any changes to the stakeholders and their interests from the
Project Business Alignment template used during the Select Phase.

¢ An explanation that describes how the IT solution to the business problem is tied
to the Agency business architecture.

e A clearly defined description of the specific IT solution.
e A concise list of project management deliverables

e The net economic impact that the proposed investment will have on the
Commonwealth or a designated region within the state.

Note: Economic impact should be quantified. Examples include (not all
inclusive):

¢ Y% increase or decrease in businesses or # of new businesses

e % increase or decrease in jobs or # of new jobs

e GDP
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e % increase or decrease in construction

Project Scope

The Project Scope defines all of the products and services provided by a project, and
identifies the limits of the project. In other words, the Project Scope establishes the

boundaries of a project. The Project Scope addresses the who, what, where, when, and why
of a project.
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The Project Scope defines al of the products and ssrvices provided by a project, and identies the mits of the project. In other words, the Project Scope establishes the boundaries of 2 project.
The Praject Scope addresses the who, what, whers, when, and why of a project.

Submit Reset

In this section, specifically address the following points which will be evaluated using the
Balance Scorecard:

e A clearly defined description of the entire scope of the I'T project.

e An explanation of the specific enterprise wide business processes being addressed
with the project if applicable.

e A statement on how a solution to the business problem will or will note promote
collaboration in the Commonwealth.
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Major Milestones

rovide a list of Project Management Milestones and Deliverables (see the Project
Proposal). This list of deliverables is not the same as the products and services provided,
but is specific to management of the project. An example of a Project Management
Milestone is the Project Plan Completed.
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Nest Steps:
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Subrnit Reset

In this section, specifically address the following points which will be evaluated using the
Balance Scorecard:

e Alist of the major management milestones. The list must include at a minimum
the following milestones:

e DProject Charter Approved

e Project Plan Completed

e Project Plan Approved

e Project Execution Started

e Project Execution Completed

e Project Closed Out
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Measures of Success

rovide a summary of the Measures of Success . List the Business Objectives,

Performance Goal for each business objective, and briefly describe the Methodology for
how the Performance Goal is measured
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Provides a summary of the Measures of Success . List the Business Objectives, Performance Goal for each business objective, and briefly describe the Methodology for
hows the Performance Goal is measured

QOhjective 1
[ 3.1 Project Iritiation )

Click an the link abave to enter the
Project Initiation process far
initiating, updating, and

submitting preject proposal and Performance Goal

Next Steps: Methodology

{5 Click here to go to the Project
Manarer Processes folder

Objective 2.

Performance Goal

Methodolooy:

Ohjective 3.

Perfarmance Goal:

Methodology.

In this section, specifically address the following points which will be evaluated using the
Balance Scorecard:

e Identification of the impact on business activities. Agencies must quantify what

the impact (positive or negative) will be on the business activity.

Note: IT projects will generally impact business process speed, required

resources, output quality or output capacity. Agencies must be able to quantify
the impacts to business processes by documenting specific operational
efficiencies around speed, resources, quality and capacity such as:

¢ Reduced number of steps per transaction

¢ Reduced resources required per transaction
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¢ % Reduction in paperwork

¢ Reduced number of manual tasks

e Improved transaction processing time
¢ Reduced error rates

e % improvement

Explain how the quantified values were derived. A range for an operational
efficiency is acceptable if a specific value cannot be identified.

e A complete list of project performance measures (measures of success).

Note: Assessment must include the following:

e Performance measures for project success, which assess whether or not the
project is maintaining cost, schedule and scope requirements.

¢ Performance measures for product success, which assess whether or not the
investment is meeting the business need.

Project Authority

escribe the authority of the individual or organization initiating the project, any
management constraints, management oversight of the project, and the authority
granted to the Project Manager.

Authorization

Name the project approval authority that is committing organization resources to the project.
Identify the source of this authority. The source of the approval authority often resides in
code or policy and is related to the authority of the individual’s position or title.
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Project Initiation process for
initiating, updating, and
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sharer.

Nest Steps:

[ Click here to qo to the Project

Approval authority in the charter is evaluated but not scored on the Balanced Scorecard.

Project Manager Appointment

Name the Project Manager and define his or her role and responsibility over the project.

Depending on the project’s complexities, include how the Project Manager will control
matrixed organizations and employees.
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Mame the Project Manager and define his or her role and responsibilty over the project. Depending on the project's complezities, include how the Project Manager wil control matrixed
orgarizations and employess.

In this section, specifically address the following points which will be evaluated using the
Balance Scorecard:
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¢ Identification of a Commonwealth qualified project manager.

Owversight

Describe the Commonwealth or Agency Oversight controls over the project.
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Mame the Project Manager and define his of her role and responsibicy over the project. Depending on the praject’s complesities, includs how the Project Manager il control matrixed
Grgarizations and emplayess,

Describe the Commorweslth or Agency Oversight contrals over the project.
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Oversight in the charter is evaluated but not scored on the Balanced Scorecard.

Project Organization

Project Organization Chart

Provide a graphic depiction of the project team. The graphical representation is a hierarchal
diagram of the project organization that begins with the project sponsor and includes the
project team and other stakeholders.
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In this section, specifically address the following points which will be evaluated using the

Balance Scorecard:

Organization Description

A detailed graphic depiction of the project management organization.

Describe the type of organization used for the project team, its makeup, and the lines of

authority.
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Nest Steps:

{5 Click here to qo to the Project
Manarer Processes folder

Describe the tvpe of organization used For the project team, its makeup, and the lines of authority

In this section, specifically address the following points which will be evaluated using the

Balance Scorecard:
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e A description of the project management organization to include the participants,
lines of authority and the roles and responsibilities.

Note: An effective project management organization includes all personnel
who provide guidance and oversight from the ITIB down to the lowest level

necessary at the agency level to manage the project. An effective management
organization for a Major IT project must include the ITIB, PMD, an
IAOC/Steering Committee, Project Sponsors, and Program and Project

Managers at a minimum. The Project Charter must clearly identify authority

and responsibility of project personnel.

Roles and Responsibilities

Describe, at a minimum, the Roles and Responsibilities of all stakeholders identified in the
organizational diagram above. Some stakeholders may exist whom are not part of the formal

project team but have roles and responsibilities related to the project.

stakeholders’ roles and responsibilities also.
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In this section, specifically address the following points which will be evaluated using the
Balance Scorecard:

e Stakeholder roles, responsibilities, and expected participation in project
development.

Note: Stakeholder participation will vary from project to project. Some
stakeholders may be directly involved on steering committees or have direct
oversight over Project Managers while other stakeholders merely watch and
observe and wait for the final product. Agencies must be able to identify

stakeholders and how they will participate throughout the Project Management
lifecycle.

Project Resources

dentify the initial funding, personnel, and other resources, committed to this project by the
project sponsor. Additional resources may be committed upon completion of the detailed
project plan.
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In this section, specifically address the following points which will be evaluated using the
Balance Scorecard:
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e A summary of the initial funding, personnel, and other resources committed to
the project along with identifying cost avoidance and/or savings.

Approvals

he Signatures of the people below document approval of the formal Project Charter.
The Project Manager is empowered by this charter to proceed with the project as
outlined in the charter.
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In this section, specifically address the following points which will be evaluated using the
Balance Scorecard:

e The appropriate executive-level approval for the size of investment.
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