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1. Purpose

This San Francisco Police Department (SFPD) Information Technology Project Management
Office (IT-PMO) Policy, Procedures, Processes and Management (PPM) Guide provides
documentation and guidance, standards, templates, policies and procedures, and define and
promulgate best practices for units of the IT division, including managers, project managers,
resource managder, and individual contributors.

It is the policy of the San Francisco Police Department Information Technology Division
that this SFPD CIO-IT PPM Guide be used and followed for all IT projects. The Guide’s
processes and procedures may be tallored and scaled in rigor of use to sult individual
project needs, while maintaining the spirit and principle of using repeatable processes,
with milestones, and decision polnts, Steps or procedures that are scaled should not be
omitted, but noted and referenced, for example with a “n/a” or a single sentence
description.

When everyone understands, uses, and follows a structured process, applying and using
common practices, projects are more likely to be successful, and enjoyable to work on by
everyone. This is a living document, subject to change, additions, deletions, and corractions.
Everyone in the police department's IT division are welcomed and encouraged to give feedback
ideas, and comments on this PPM, so that it can be a product of everyone.

2. Introduction

In recent years, the role of Information Technology has emerged as a important, if not critical,
dimension for law enforcement agencies throughout the country. In our city of San Francisco.
population density, which increases significantly during business hours or during special events,
automobile, bicycle, and pedestrian traffic, and crime attractors constantly challenge our
uniformed police offices and plain clothes officers in protecting life and property, deterring,
preventing, and investigating crimes, and enforcing laws. These responsibilities and police
officer safety, and situational awareness can be enhanced with modern, efflcient, and secure IT
systems,
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By using well proven, structured processes and best practices, the PMO and other components
of the IT division can work together to help the department reach its goals.

3. Project Creation

Formal project management has been increasing continuously in recent decades, because it
has proven successful for completing one-time or specific unique work that falls outside of the
day to day business as usual operations (BAU). Most BAU work is well defined, well practiced,
and can be completed without much or any unusual effort. We would say the capability maturity
of the persons and processes is high. A first step in project management is determining when
some work to be done is a ‘project.’

The following visual aide shows a general process for a work flow, and project creating.

SFPD CIO-PMO Gulde ‘Strawman’ Drafl verslon 1.3 April 3, 2014 3
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Figure 1,
31. Project Creation/Designation Process

When an idea, need, risk, or opportunity arises that seems unique or seems beyond BAU, it
should be considered as a candidate for a possible project. The process is not rigid, but should
involve the ‘sponsor’ or owner of the idea, need, risk, or opportunity, or his or her delegate. The
initial driver of a proposed project might be an outside agent, say a new regulation by the state
of California, or a mandate from management or change in policy that triggers the need for a
project. Other criteria for work becoming a project might be the dollar amount, estimated time,
complexity, or priority, for example. The important point is that once some work or goal
becomes a project it comes under the project management framework, processes, policies and
procedures.

SFPD ClO-PMO Guide ‘Stravman’ Dralt version 1.3 April 3, 2014 4
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Infrastructure

BAU Work Project Work

SFPD IT Matrix Organization
Figure 2.

3.2 ClO-PMO Matrix

This drawing, Figure 2 above, shows a matrix view of the SFPD CIO shop where engineers,
technicians, developers, support personnel and others work on business as usual activities and
may be assigned to project work too, where he or she have to complete their BUA work and
specific projects work at the same time. For BAU work, an individual may have more control or
flexibility in when and what sequence they do their work. Being on a project team, imposes the
project’s time line and schedule, and sequence on the matrixed project team members. In the

SFPD CIO-PMO Gulde 'Strawman' Draft version 1.3 April 3, 2014 5§
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end, both BAU and project-lzed work is the police department’s IT work. Fully participating in the

project management approach to work by team members will help the project compiete

successfully and can reduce the problems of imposed project processes by providing clarity and

specificity on what is to be done by whom, and when to everyone.

Progress reporting and monitoring work in formal project management can be greater for a team
member than BAU work, but this is needed in order to coordinate and manage the overall

progress of the work. An easy comparison is that between a tennis player who plays entirely

alone, and a baseball player or team sport player, who contlnuously coordinates and

communicates with his or her team mates as the game/work progresses.

4. Project Life Cycle Framework

Milestone A, project  Milestone B, Enfer  Mileslone C, Enter Milestone D Enter
initiation with project Brief planning with nitial ~ Execution phase wilh Closing phase with
Document Project Charter approved Charler approved closeout plan

‘V vy vV V

Initlating ~ ~ Planning ~ Executing Mgﬂ"@
" T t ) ; }

Continue, Delay, Go Back, Abort?

Figure A, Project Life Cycle Framework

Ao,
i i
1

At a conceptual level, our projects have four phases, based on the Project Management
Institute's (PMI) Body of Knowledge (PMBOK). Within each phase are steps, processes, inputs

and outputs. Additionally, best practices call for key decision or pause and check points,
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milestones, key decision points. Four high level milestones are shown about. Addition

milestones and or decision points may be used within'phases of a project. Such as a preliminary

design review (PDR), critical design review (CRD), or operational readiness review (ORR), or

initial operating capability (I0C), as needed.

Milestone A
Enter Initlation Phase, Project
Overview Documentation

Milestone B
Enter Plannlng Phase

i Lintiation Phase

f1dea ﬂ 250 Rqrmts Hii.lmml Chater ﬁ

Milestone C

Milestone D Operatlonal
Enter Execution Phase

Approval

o

4.Find charter,

7.0perational
requirements, 5 Deployment 6.Deployment, Avus & Close
\ schedule, budget Transtien p

|{ 2.Planning Phase 3.Execution Phase ] | 4. Closing Phase l

Figure 1, Project Life Cycle Framework

The project lifecycle framework is the highest level view that shows the four major phases in the

project life cycle and four major milestones, which serve as decision points and control gate for

moving to the next phase of the project. Additional specific activities executed in the different

phases are shown in more detail below.

A second view the Life Cycle Framework is shown below, here called a system solution life

cycle that emphasizes the control gate nature of decision points and phases.
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4.1. Project Definition

A project is formally defined as a work effort that is characterized by having a one-
time objective or deliverable, with a defined and specific start and end date. A project
will often have a one-time budget for at least some of the expenses.

4.2, Business as Usual (BAU)

Other work that does not meet the threshold of a project, or is not treated as a project
is generally referred to as business as usual. This might include software updates,
refresh, repair, or fixes to desktop or other equipment.

The delineation of a project or BAU is not necessarily a fixed static rule, but can be
adjusted in order to most efficiently complete the work. A threshold might be that work
with a Level of Effort (LOE) of $100,000, for labor hours in doliars and equipment, or a
duration of effort exceeding three months, should be moved into project status.

4.3. Initiation Phase

SFPD CIO-PMO Guide 'Strawman' Draft verslon 1.3 April 3, 2014 9
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Initiation Phase
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« Project Brief >»Funding Reservation » |
A .

T AR B ADIREEE I
.. Tachnology, Personnel, Industey, Vendors...

oM jmte

>

The first project phase is the Initiation Phase, in which an identified need, risk, or opportunity
has been proposed or suggested as work to be done. This is beyond an 'idea’ stage where
some solution Is Just being talked about or discussed. In this step, the idea is formally proposed
as a project to taken up.

SFPD Ci0-PMO Gulde ‘Strawman’ Draft verslon 1,3 April 3, 2014 (
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The project initiation phase entry is demonstrated by completion of the Project Overview or
Project Brief document, which is signed off on by the ClO and project requestor/sponsor or
initiator. This can be completed by the sponsor alone, or with help from the PMO.

During this phase, additional research, initial requirements gathering, concept of operations or
other artifacts may be created. During this stage, the first draft of the Project Charter should
be completed, which is needed in order to move to the next Planning Phase.

Milestone A Review O

Enter Initiation Phase

]

Review of Scope & Project Overview
Review of Operational Concept
Review of SOOM

Validate Sponsorship/Ownership

¢

Decislon
Approval to move to next stage request
Return to previous state ( gaps)
Proceed with remediation
Other

Before moving out of the Initiation Phase into the Planning Phase, we complete the Milestone
A Review to assure we are ready to move into the planning phase. Depending of the size and
complexity of the project the rigor for this review will vary.

SFPD CIO-PMO Gulde 'Strawman’ Dralt version 1.3 April 3, 2014
11



Information Technology SFPD CIO-PMO PMM Gulde

4.4. Planning Phase

Planning Phase

Environment
Regulations, DOJ,

o

Inputs Activities Outputs

;::rlzr;ved Draft >Dovolop~WBS : :es:::codC;n]m::ments
»Develop Charter pprovecrrole
* CONOPS 0 Charter w/ plan and
* Research »Sizing Exarcise schedule
¢ Preliminar >Obtain Funding or * Funding Approval
Requlremenvts YesOurcs commitment . Approvsal t%pProceed to
» >Develop Schedule i
: . Execution

Enablars. |

e - .’d‘ ‘I

In the planning phase, an initial commitment has been made to proceed with planning the
project. Funding may or may not have been committed, but funding commitment will be needed
to move into the execution phase.

In the planning phase, key steps and documents, artifacts, are created and signed off on.

441 Project Work Breakdown (WBS) Structure

Many project management pundits and experienced practitioners consider the WBS the most
essential core document for project management. Out of it flow the requirements, both

SFPD CI0-PMO Gulde ‘Strawman’ Drait verslon 1.3 April 3, 2014
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functlonal and engineering, the scope, schedule, and other critical follow one activities
Preferably this is a hierarchical tree structure which demonstrates progressive decomposition of
elements, sub-elements, components, sub-components, and configuration items. A WBS can
also be created in a written form and in either case each decomposition level and item is
assigned a number sequence, for example.

1.1....1.11,2.021,22... 2.2.1

The WBS and the item numbering code is the foundational document for the project and is later

be used throughout the execution and control phases for budgeting, task and activity tracking,
scheduling, etc.

The WBS constitutes the Scope of the project and includes all the work and product to be
completed by the project and only the work and product to be completed by the project.

The WBS is not a schedule. The WBS can be arranged in different ways, functionality, physical
elements, or logical elements, for example. All of the lower decomposed elements of the WBS
are encapsulated in the higher level element.

Some have pointed out that no small degree of harm has been done to project management by
the Microsoft Project software, which was initially little more than Microsoft Excel on steroids.
Some initial problems have been corrected, for example you can now view project activities in a
network diagram, as opposed to a long list | the Gantt chart view. Bad habits set in for creating
very long lists of activities in MS Project, with a maze of connecting lines going up and down.
This gave the impression of a lot of work being done and careful planning. Maybe this was the
case, but often this can be ‘high ceremony’, which is eschewed by the Agile movement.

SFPD CIO-PMQO Guide ‘Slrawman’ Drafl version 1.3 April 3, 2014
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The sample hierarchical WBS, showed above is composed of nouns, not verbs, as a WBS
element for an aircraft might be “navigation system.” In the project plan or activity list or
schedule, thls would he entered as "Complete Critical Design of Navigation System”, a verb
action for an activity.

The Critical Tools software, WBS chartpro has a free demo version for moderately complex

projects and a full version is inexpensive: http://www.criticaltools.com/wbsmain.htm

A WBS might also be depicted in a narrative written form, though the hierarchical view
seems to convey more information quicker and is the recommended format. Project
Summary

0.0 Design Phase
0.1  First Design Phase

0.1.1 Start Milestone
0.1.2 Design Task 1
1.0 Programming Phase
1.1 Program Task 1
1.2 Program Task 2

SFPD CIO-PMO Gulde ‘Strawman’ Draft verslon 1.3 Aprll 3, 2014
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ElGq).

CharPro WBS files can be linked to MS Project files and reverse. Every element in the WBS
must have a numerical identifier, which can be used to trace the element throughout the
project, and into MS'Project.

As a critical and foundational document of the project, the degree and organization of the
WBS decomposition deserves some thought. As a general rule, when the WBS is converted
to activities in a schedule, the smallest element in the decomposition should be sized that it
can be managed and tracked easily. Endless lists of minor activities often seen in long MS
Project files are counter-productive. Agile principles point to enough detail but no more than is
needed just to show busy work tasks can be rolled up into one overall activity as long as the
package can be managed properly.

4.4.2 The Project Charter

The second required document to be created in the planning phase is the Project Charter,
which is used for entry into the execution phase. The Project Charted is the official go ahead
approval to begin execution of the project, including commitment of resources and

expenditures of funds for procurement of equipment and or profession consulting services.

The Project Charter shall be approved by appropriate persons and stake holder of the project,
including at least IT CIO, project sponsor, and resource managers who will be committing
resources of their units in the sizing exercise.

The project charter expands on the Initiation Phase Project Overview/Brief, and should reflect
any scope expansion, decrease, risks, constraints, or assumption changes made since the
Initiation phase.

While the Initiation Phase Overview/Brief document remains static, for reference, the Project
Charter may change during the life of the project, provided any proposed substantial change
in the execution phase that affects the schedule or budget by plus or minus 10% must go
though the change control process, or at thresholds as defined in the charter. Once the
baseline charter has been approved at completion of the planning phase and on entry to the

SFPD CIO-PMO Guide 'Strawman’ Draft version 1.3 April 3, 2014
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execution phase, the charter is under configuration management and subject to configuration
management and change confrol.

The project charter template should be used in creating the charter, Instructions are included
in the template. Sections or elements that are not used or not appropriate for any particular
project should not be stricken, but marked n/a or in some other fashion in the charter.

Project Charter sections include:

. Responsibilities, at the resource manager level
o Infrastructure/Operation
] Security
n Network Resources

o Applications

o Support
" Help Desk
) Project Definition, this would be an expansion on the Initiation Phase

Project Overview/Brief
o Problem, Risk, Mandate, or Opportunity statement
o Scope Statement
o Assumptions and constraints
o Project Approach

o Project Milestones, schedule, event, or work product refated, key
decision, or proceed/no proceed steps, events

o Project Deliverables, usually work product

SFPD CIO-PMO Guide 'Strawman' Draft verslon 1.3 April 3, 2014
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o Required resources, committed In the project sizing exercise in the
execution phase

o Project Cost/Budget

o Project Management, This is not a list of activities, but identifies

. Change control process
B Identification of
. Project Manger
) Project team members
0 Sponsor
o _ Reporting and communication plan

¢ The elements of the Project Definitlon may vary in size or detail as is
appropriate for the particular project.
On completion of all steps and documentation, approval to proceed with executlon shall be
obtained as defined in the chérter.

SFPD CIO-PMO Gulde ‘Strawman’ Draft verslon 1.3 April 3, 2014
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18

4.4.3 The Vee Model

Basic Vee Model (Mooz, et.al. 1996)

Validation

Requirements N Transition <
Deflnition £
poc/ R " '
V Gy

Verification

11,
AN

Development
Procurement
Decomposition /

and Definition

, ntegration and
Verification

The Vee Model, was introduced by Forsberg and Mooz in the 1990s for visualizing the
relationship between decomposition of system complexity and the following reverse order of
development and integration, as the system is built up from smallest parts to successively
larger and more complex integrated units. Though initially developed for systems engineering
by the International Council on Systems Engineering (INCOSE), its popularity and usefulness
has spread and it is now included the Project Management Institute's (PMI) Project
Management Body of Knowledge (PMBOK) as a tool for project management,

‘Strawman’ Draft verslon 1.3 April 3, 2014
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For project management it is useful to visualize how to track steps, processes, and elements
in deco'mposition in the WBS, are retraced and tracked going 'back up' the right hand side of
the Vee in development. Steps taken going down the left side are verifled, validated, or
accepted in steps going up the right side. This Guide Book does not proscribe its use, and it
is shown as a useful model of how to think of the engineering work that may be needed in a
project and the gradual progressive deeper understanding of more and more details of the
project.

4.4.4 Sizing Exercise

The next to final step (sign off on the final charter) in the planning phase is the sizing
exercise. Sizing is a final step before moving into the execution phase to confirm that
resources are available and committed to performing the assigned work and tasks according
to the schedule,

Prior to the sizing exerclse, a representative from the PMO (which could be the PM assigned
to the project) will provide a copy of the final draft (but not yet signed) of the charter, and any
other pertinent documents, such as detailed budget, engineering diagrams, or detailed
requirements that supplement the charter for review by resource managers, or their

representatives:

Infrastructure/Operations, Gary Pierce
Applications, Rod Castillo

Support, Amanath Ali
PMO, Leo Solomon

After review of the charter, resource managers will provide back to the PMO sizing exercise
manager their final best estimate of hours needed, and time to complete for work their unit is
responsible for.

After receiving back estimates from the resource manager the PMO representative will
finalize the estimates to the charter, and the project sizing spread sheet and then schedule
the sizing exercise conference all (or in person if preferred).

SFPD CIO-PMO Gulde ‘Strawman' Draft version 1.3 April 3, 2014
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At the scheduled sizing meeting phone conference call, the Sizing exercise leader, PMO
representative, polls each resource manager, or his or her representative, if they ‘commit’ to
providing the work as earlier estimated.

This exercise provides a transparent shared team commitment to complete the project's
work, and will reveal any late issues such as resource constraints. If any issues arise at this
commitment meeting, movement into the execution phase might be delayed, or scope or
schedule of the project might be adjusted.

Capital
Sunit

W8Sitesn|  OvgUnit Desaiption Cost/hr | Units | Total$
5.1|Infrastructure 2 virtual Win7 servers 550 20 $1,000
5.2|Infrastructure BlaBla solftrware S50 12 $600
5.3|Infrastructure bia bla applilances $50 18 $900|
Development wiring, connectors $50 75 53,750]
Development $50 so|
Development 550 =1

Totals: 0 $6,250
Grand Total Capltal: $6,250

The project's capital expenses are recorded in the Sizing Worksheet Capital tab. This
workbook sheet serves as the project expense calculation and budget documentation.

SFPD CIO-PMO Guide ‘Slrawman’ Draft verslon 1.3 April 3, 2014
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r‘. ' Yo 2 ""' .\-‘, ' Y A
$unit

WAS Item OI[Unlt Desalption Cost/hr Units Total §
5.1|Infrastructure 2 virtual Win7 servers $50 20 $1,000
5.2|infrastructure BlaBla Integration $50 12 5600
5.3|Infrastructure Installation S50 18 $900
Development $50 75 $3,750|
Development $50 so|
PMO Project Management $50 100 $5,000)
Totals: 225 $11,250|

External/Consultant

5.3|Conshting Orade Engineer Consulting $250 20 $5,000

Totals: 20 55,000
Grand Total Non Capital: §16,250

Project Labor (non-capital) expenses are budgeted and calculated in the Labor tab

sheet of the Sizing Workbook. Internal staff cost per hour should be entered, and the

total level of effort in hours. This provides both a cost estimate and resource usage for

the project,

SFPD CIO-PMO Gulde
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1

2

3 |
2

5 |
6 |ststomate and digiiss vattic !
7 [snaticn aod callissien dota, and i
8 35670 I the Crima Data J Sizing folder:

9 W erehouse fol cetrieval, reporting |
10! snd mnivysts

11 |I-FNO PA: menovich Ales

12 | JLos pMu i{arbnan, Keit

13 | |Technical fhs inlcas; Erin Hawhingsn

13| | Lead: Parli, ten |
17

18 FYi3-14 FY14-35 SY15-14 FY14-15 ]
19 |votal Labor Hoors () 0 HW/SW Expense | 5360000 | $000 Y
20 |Totsl ksbor Dollars §77 440,00 $0.00 Professional Fees | 51104000 | 5000

21 |HW/SW Capital 535000000 | 5000 Travel $0.00 5000 ]
22 |Malntemarce Dolers $344000 | 5000 Shipping & Taxes | 53536000 |  $0.00 |
23, Tolal Cosls $470,880.00| 5000|  5478,800 00

PEl Project Assumptions

26 Dernipto Assrmptian I' Y wripat Al ea

1 : g . . =
l mmmﬂ:&ﬂr&:‘;ﬁ:m Applications or outside  |Paper bated citations may tontinue In
27] |appiicatien vendor paraliel unttl fully sutomated
28 |Clectrenic feeds and Interfyces svith cowt spterm will
29 |be developed to feed SFPD ciation data to court Susen Merritt Applications |
30 |systems .
\ |Froffic collission dota will be digitized for storege In
31 oW |
5ome manusl or one time utliity proceses may he used |
to speed up dats entry Into COW pending fullly ‘
32 i ted processes
33
34
NP W Sumumary isber  miskee  Goge 1) i A 3 Vgl

The summary tab of the sizing worksheet automatically updates from changes in the capital
and labor sheets. This provides a quick summary of the project's budgeted costs. Actual costs

are captured and recorded in project status reports.
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Milestone B Review

e Approval of Preliminary Design
Approval of, Validate POC

Approval of Engineering
Requirements

Approval of Sizing Estimate

Decision
Approval to move to next stage request
Return to previous state ( gaps)
Proceed with remediation
Other

&

Before leaving the planning phase and moving into execution, the Milestone B review is held to
evaluate readiness to move into execution.

SFPD CIO-PMO Guide 'Strawman' Dratft verslon 1.3 April 3, 2014
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Execution Phase

Environment

Inputs Activities Outputs
* Project Work

= Project Charter Product
* Resource ;MWM - *Milestone
Commitments )‘mml' '"h".“h'mm'u“ Completion
* Funding > Risk * Reports
= Approval to Proceed > agEment
to Execution Phase i Change/Scope: Control »

Ennrblers

On entering the execution phase, the project work products, charter, scope, risk

management, constraints, assumptions, budget and funding, resource allocation, etc.
should be reviewed by the project manager and team to assure completion of the project

on schedule and in budget is likely. Any serious risks should be reviewed with the project
sponsor, PMO, and CIO to confirm entry into the execution phase,

Exact detailed management of the project in execution is not proscribed in detail for the
project manager, other than required reporting and updates. With any event that threatens
the budget or schedule plus or minus 10% should be reported to the sponsor and PMO for

evaluation and decisions.

SFPD C!O-PMO Gulde
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For efficiency and less document management and redundant entry of the same
information In multiple documents,
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for the project manager and project stakeholders, project execution tracking and reporting
documentation are rolled up into a single Excel Spreadsheet, "Project xyz Management
Workbook”, which is stored in the project’s SharePoint site. Multiple tabs in the workbook
track different dimensions of the project’s progress: such as a issues tab, a risks tab, a
budget and burn rate tab, an activity tab.

Depending of the size and complexity of a project, a MS project file might be used. The
exact tracking tools can be agreed upon by the project sponsor, PM, and PMO on entry into
the execution phase.

Configuration Management Once the project has entered the execution phase, it is 'in plan'

and under configuration control management, which means any significant changes to
the charter, project scope, schedule, or budgeted costs, must go through a change control
board process, as defined in the project’s charter.

Prior to going into plan, the execution phase, and sign off on the project charter by the
sponsor, ClO, and or other key stakeholders identified in the charter, project artifacts, such
as the charter, schedule, budget, scope are work in progress and can be modified without
the formal change control process, but not without communication and coordination with
key stakeholders.

4.5, Periodic project team meetings should be held, in which:

e progress on all activities/tasks is reported and captured (should refer back
numerically to WBS, milestones and key deliverables in the Overview and
charter

» Entry, updates and tracking of risks, outstanding issues, or key items impacting
schedule or budget

SFPD CIO-PMO Gulde 'Strawman' Drafl verslon 1.3 April 3, 2014
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4.6. Periodic Project Management Reports

s Team members and the PM will be more intimate with the project’s progress
and any issues

« Management reports are used to keep management aware of the project's
progress at a higher summary level than individual tasks, however these might
be reported on too in management reports as needed. Management reports
are useful for portfolio management, long term planning, and reporting up the
chain of command.

« Management reports include, but not necessarily limited to
o Overall progress for planned against actual for high level deliverables
o Risk management status, changes
o Budget burn rate actual against planned
o Tasks, deliverables completed in last reporting period (usually monthly)
o Tasks, deliverables planned to complete in next reporting period
o Any additlonal information useful to management
* o Sharepoint Dashboard Updates
o Monthly Quad Chart ?

5.3 An Aside about Project Leadership and Team Members

How much has been written about the role of the project manager for project
success? Despite how important that is, we know some projects are doomed to
failure. Using defined procesess, control points, and templates can help to catch
troubled projects, that may be no more than someone's idea, before resources are
applied. Nonetheless, the PMs role is critical. In a matrix organization where
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individual contributors are enrolled into a project as a ‘team membet’ but who do not
report to the project manager, and who are already busy with other work. How does
the PM get really engaged response from team member contributors? One, of
many, leadership thought leaders tools is Hersey and Blanchard's behavioral based
situational leadership’

In their model, a lead or manager is to adjust their leadership/management style to match
the task or work capability maturity of the person doing the work. Without going into
Maslow's Hierarchy of Needs or Herzberg's Motivation-Hygene Theory, and complex
motivation psychoanalysis, Hersey and Blanchard's model maps four levels of (task)

maturity against four corresponding leadership styles.

The Hersey-Blanchard model maps each leadership style to each maturity level, as shown

below.

M1: Low maturity S1: Telling/directing

M2: Medlum maturity, limited S2; Selling/coaching

skllls

M3: Medium maturity, higher S3: Participating/supporting

skills but lacking confldence

' Hersey, P. and Blanchard, K. (1982). Management Of Organizational Behavior, Utilizing Human
Resources. Englewood Cliffs, N.J. Prentice-Hall,
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M4: High maturity $4: Delegating

To use this model, reflect on the maturity of individuals within your team. The table above
shows which leadership style Hersey and Blanchard recommend for people with that level

Just by looking the appropriate style bolded word, many, except controllers or those
unable to trust others, would want to be in the fourth quadrant: High Maturity — Delegating.
In this place one can confidently delegate easily delegate work to someone who is able,
confident, and totally willing to do the work. When this is not the case, often, the leader or
manager benefits by adjusting the level of relationship and telling, selling, participating, or
delegating behavior to the person doing the work, based on the latter's maturity
(capability) level to the specific task or work. It's important to remember that the person’s
task maturity level can vary conslderably from task to task, thus the 'situational’ element.
Environmental and situational factors can come into play, but let’s not go into those.
Hersey and Blanchard's work is readily available from many sources.

Below is a graphic of the model.
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While it might be best work for the project manager to work in the xx quadrant, that is
unlikely, and he or she will benefit from be able to adjust as the need arising on specific
work tasks or activities in the project and the capability and motivation of followers doing
the work. Working though resource mangers might be bensficial too, as the PM could work
more in quadrant four and the resource manger will better know the maturity level of
contributors in his or her team.

5.4 Tracking Project Progress
Finding the right balance and appropriate tracking of project activities and tasks are critical
for project success, just as Goldilocks found the porridge and bed that was just right, not to
hot or cold, too hard or too soft. Too much detail at a single project level can easily slide into
the ‘high ceremony’ drama of busy work, demeaned in Agile management. Examples of this
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are MS Project files with hundreds of minute simple tasks and a confusion of dependency
lines going up and down. The other extreme to avoid is not tracking closely enough, which
can lead to an activity that has fallen behind schedule not be caught in time for corrective
action.

Secondly, tracking and monitoring of project activities should not just be the project
managers' job. He or she can easily spend all of her time, endlessly updating small activities.
Instead, each individual resource or team contributor is responsible for tracking the details of
their work, which is then rolled up into a single status report on the overall activity. This idea
is covered in Blanchard and Hersey’s Capability Maturity Model.

Additionally, the degree of tracking needed is dependent on the capability maturity of the
person, group or unit doing the work: that is not their emotional maturity, but skill level,
‘maturity’, they bring to doing the task.

For example, let’s say a project calls for the installation of new server to expand the capability
of the existing server, which as been identified as WBS element 4.3.1, and is assigned to
Infrastructure and Operations, and the identified person responsible for completed the work is
Helen Jones.

In the sizing exercise, Helen might report that the new server can be procured, installed,
tested and be operation in 45 days elapsed time, and 20 hours of actual level of effort. The
PM could record and track at that task level. Helen, herself, might track a little more detail,
such as:

. complete the PO

. received the hardware

o Install in rack, after procuring power, cabling, IP address, etc.
. Install OS
. Install application software and integrated with existing system.
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Assuming Helen has a high capability maturity level on this type of work and has done it
before, she might report overall progress as “Everything is on track. I've completed the PO,
power, cabling and IP are in progress.” She might just report, “Everything is on schedule
on this task”, which is acceptable.

This could be captured in the status meeting notes, and on the overall project's
management reporting process, only “Task 4.3.1 is on schedule.”

The point is to avoid ‘high ceremony' make work in unnecessary detail, while proving good
enough tracking and reporting. Tools and processes are not an end in themselves, but
used to document, track, and most of all complete the work properly and professionally.

All of this said, different project mangers might be comfortable with different approaches
and tracking vigor, which is OK. The important thing is that it is effective, and that tracking
will catch any work or step that is failing or in trouble and which can cause problems for the
overall project.

The project management workbook is a handy tool that allow the Project manager to track
project activities, tasks, issues, risks and other project in-flight process. Putting these in
different tabs of one Excel workbooks makes it easier for the PM to work with one file,
rather than bouncing around to multiple files to update different dimensions of the project.

5.41 GANTT CHART

The Gantt chart is a high level reporting tool in which subordinate tasks and activities are
rolled up into a large stage or period of a project.
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Project Gantt
From 1st Feb 2007 - 31st Aug 2007

Feb Mar Apr May Jun Jul Aug
1dentify Customers (]

survey 50 Customers [ |

Interpret Requirements —J
study Compstition |
Documentation of features ==
Bralnstorm concepts =1

Design & Code e ——

Testing / QA [ea—tCa)
Documentation of product Gz
Global Release 0
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Microsoft Project's Gantt Chart view is often used In listing a long list of project activities.

Though when this is comblned with adding dependency lines between tasks, the view can be

complex, or become ‘high ceremony.’

( ’1‘) Start projoct

(2) Altspecs finalizzd

(3) Hardwara design completed
(Z) Manual layout campleted

(5) Breadboard wning
(E) Hardware fully functional
(1) PC Hoard released
(8) Saftwaa finished

(3) Manual finalizad
10) Manual ready for printer
i.l) Project complete
————" Ciillcal path

5.4.2 Pert Chart

The Pert Chart, or NetWork diagram, shown above, provides another view of major

project activities, and thelr dependencles. An édvantage of this view is that multiple tasks
that foliow each other can all be shown horlzontally across on a single ‘row.' This avoids

the MS Project Gantt chart complex maze of lines up and down between tasks, each of

which must be listed on a separate horizontal row.

SFPD CIO-PMO Gulde
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A time dimension can be added to the Pert Chart from left to right, with a vertlcal line
showing the current date, providing a quick comprehensive high level view of major
project activities

Today
un Jul Aug

™ }l , LN L io
i '.'-: vl 7 A%y A -
1 =0 '
I > 1 "
| ) N

ard P
..,:._(_,)é,?}.

(1) swprojec (5) Breadboard rinving (9) Manua) fionized

(l) Al spece finalizad (-i) Hardware fully (13) Manual ready for printer

(3) Hardware design completed (1) PC Board reléased (\1)) Projeci coinplete

(4) Manua!tayout completed (8) Software fnished ————— Ciitlcal path
5.4.3 Burn Rate

High maturity very large projects sometimes use Earned Value Management (EV) to measure
and monitor a project’s actual performance compared to the planned performance, in terms of
scope, schedule, and cost. Early use of and studies on EV by the Federal Government in the
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1950s and the Polaris Missile project showed that after 15% of project effort, EV could
accurately predict future project performance.

Because project metrics include, costs, in the US in dollars, time in days, weeks, months for
example and scope, or work to be done, all different units of measure, EV translates these
different dimensions into a single unit of measure, money, or dollars — costs. Thus, scope is the
amount of work to be done measured in dollar costs. Schedule is converted into the amount of
work in dollars planned to completed in a time period. For example, in time period x, $10,000 of
work is scheduled to be completed. The last metric, costs or budget, is already in the single
standard EV metric, dollars. In any given period x dollars have been spent (burned) to complete
y amount of work (in dollars). The key to EV is measuring the amount of work completed,
measured in $dollars.

This is background information only, for a background on the burn rate metric used in the SFPD
— T PMO.

Jan Feb Mar Apr  May Jun

Graphically, we see in this example that as of April, we have spent about $60K less than
expected (planned or scheduled). This is limited information because there are many reasons
this may be the case, late invoices, larger expenses happening in May, resources have not
been working on the project, for example. But if these factors are not present, or have been
excluded, one might want to look closer. This simple 'burn rate’ metric is useful in managing that
all the budgeted money is spent, but not more, important in some situations.
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A simpler rendition of burn rate is just written figures:

Total 4/1/14
Budgeted Actual to Date Balance
$250,000 $190,000 $60,000

PMO Templates for reporting project status have sections for reporting burn rate.

Milestone C Review Y

« Review Project Plan
 Verify Solution
. Milestone C, Deployment, Approval

Decision
Approval to move to next stage request
Return to previous state ( gaps)
Proceed with remediation
Other

Milestone C review is held when the solution has been developed and is ready for deployment,

perhaps an Implementation Readiness Review.
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Closing Phase

Environment
Regufations, PMO, Key Controls,

\ 4

Inputs Activities Outputs
e » Acceptance of
* Completion of Project | Project Work fsndon |
i Close out :
‘| Work »Hand offplan documerftation g .
> Transition to

B_nabln;"_s,'_ 3
‘Customer, Enterprise Operations *

5. Closing Phase

In the closing phase, documented acceptance to the project’s work is completed, and the
work products are handed off to operations or another appropriate unit, A close out letter or

email is generated. Lessons learned, or knowledge capture are also useful steps in project
closure.
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Milestone D Review

» Qperations Readiness Review
« User Acceptance Review
e Move to Operations

Decision
Approval to move to next stage request
Return to previous state ( gaps)
Proceed with remediation
Other

Conclusion

Needless to say, moving the SFPD IT project management capabilities and performance to
even higher levels requires buy in and participation in the agreed upon processes. Formal
project management, with its standard vocabulary, understood roles and responsibilities,
and repeatable processes, has consistently proven over time, in many industries and
settings, to improve outcomes and results in a variety of settings. PMO policies and
procedures are to be tailored and scaled in use appropriate to the size and complexity of
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' the project, and are meant to serve us, the SFPD IT team, not to be our masters, and help
us provide the best IT project management we can,
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