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Abstract

Join	this	seminar	to	focus	on	the	human	and	
technical	aspects,	considerations,	and	barriers	
when	implementing	an	IT	governance	process.	
Learn	how	to	design	a	strategic	governance	
process	to	fit	your	organization	and	how	to	
develop	the	processes	and	tools	for	portfolio	and	
project	management	to	support	the	governance	
process	and	successfully	execute	projects.
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Learning Objectives

§ Determine	considerations,	options,	and	barriers	
for	implementing	IT	governance

§ Design	IT	governance	to	fit	your	own	institution
§ Explore	the	design	and	implementation	of	
portfolio	and	project	management
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Workshop Overview

1. Integration	of	IT	Governance	and	Portfolio	and	
Project	Management	for	Success

2. IT	Governance	in	Higher	Education
3. Portfolio	and	Project	Management	

Implementation

Eight	group	exercises
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Group Exercises

1. Reflections	on	challenges	and	successes	with	IT	
Governance	and	PPM

2. Build	an	IT	Governance	model
3. Design	your	PPMO:	Facilitate	ITG
4. Design	your	PPMO:	Resource	Management
5. Design	your	PPMO:	Manage	portfolio	and	center	

of	excellence
6. Work	forecasting	and	time	entry
7. Your	project	management	experiences
8. Building	your	team
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Workbook Contents

1. Presentation
2. Exercises
3. Supplemental	information

1. Select	IT	governance	references	(Educause,	ECAR,	
PMI	references)

2. Example	materials	such	as	charter,	reports,	
resource	forecast

3. Project	and	program	management	toolkits
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IT Planning in Higher Education
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Strategy sets destination; governance 
provides route
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IT Governance

§ Who,	Why	&	How	to	
allocate	IT	resources

§ IT	Governance	defines	
the	processes,	
components,	
structures,	and	
participants	for	
making	decisions	
regarding	the	use	of	IT
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ITG – Available Resources

Some resources for ITG guidance
1. EDUCAUSE Center for Applied Research 

(ECAR) provides case studies and whitepapers
2. Gartner whitepapers
3. Project Management Institute – Standards for 

Portfolio Management
4. Supplemental Information for this workshop
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ITG – Why is it important?

Decision-making and Transparency
§ Provides clearly defined and repeatable process for 

making decisions
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ITG – Why is it important?

Strategic Alignment of Enterprise and IT
§ How do you know if you are aligning IT projects and 

resources towards strategic initiatives and goals?
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ITG – Why is it important?

Resource Allocation and Management
§ Competition for pooled resources and collaboration 

encourages decisions towards projects of the most 
value
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ITG – Why is it important?

Performance Management
• Measure project/service performance to 

budget/schedule and success against objectives 
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ITG – Why is it important?

Collaboration
• Opportunities 

for vertical 
and horizontal 
collaboration 
and 
communicatio
n encourages 
better 
decisions and 
improves 
relationships
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ITG – Why is it important?

Standards and Policy
• Enhances opportunities for shared use, reuse, 

integration, and interoperability of technologies
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ITG – Why is it important?

Transparency
§ Clear 

understanding 
where IT decisions 
are made

§ Understanding of 
cost distribution 
and roll-ups

§ Clear 
understanding of 
where services are 
offered and how to 
access them
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EDUCAUSE Center for Applied Research 
ECAR Research Study 5, 2008 - FINDINGS
§ Positive	factors	for	ITG	effectiveness:

§ Active	design	of	ITG
§ Ability	of	ITG	participants	to	describe	ITG	accurately
§ Frequency	of	participation,	providing	input,	taking	
part	in	decision	making

§ ITG	involvement	in	formal	project	review
§ ITG	involvement	in	institutional	budgetary	process
§ Incorporation	of	measurement	and	review	in	ITG
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Do you need ITG?  

Now	what	?
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Making it work

§ How do you drive the ITG process?
§ What information is required for the 

participants?
§ How do we execute the things that ITG 

approves?
§ Who’s going to work on the initiatives and 

when?
§ How do we track the status and 

performance for these initiatives?

20



Making it work: Portfolio and Project Management

§ Facilitate	ITG
§ Manage	schedule	and	
resources

§ Monitor	and	control	
portfolio

§ Project	management	
center	of	excellence

§ Project	execution

Monitor	&	
Control

Schedule

Execute

+project management 
center of excellence
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Governance, Portfolio and Project 
Management (GPPM)
In	order	to	be	most	
successful,	you	need	
all	of	the	pieces.
§ IT	Governance
§ Portfolio	
Management

§ Project	
Management

+project management 
center of excellence
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Group Exercises

1. Reflections	on	challenges	and	successes	with	IT	
Governance	and	PPM

2. Build	an	IT	Governance	model
3. Design	your	PPMO:	Facilitate	ITG
4. Design	your	PPMO:	Resource	Management
5. Design	your	PPMO:	Manage	portfolio	and	center	

of	excellence
6. Work	forecasting
7. Building	your	PM	team
8. Your	project	management	experiences
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Group Interactive Activity

Challenges	and	Successes	with	ITG	and	PPM
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Group discussion on participant’s challenges 
and successes with IT Governance and PPM 
– 15 minutes

Reflect	on	the	current	state	of	IT	Governance,	
Portfolio,	and	Project	Management	at	your	
institution.		

§ What	works	well?
§ What	are	areas	for	improvement?		
§ How	would	you	like	to	see	things	change?
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Challenges and Successes with IT 
Governance and PPM

What	works	well?

26



Challenges and Successes with IT 
Governance and PPM

What	are	areas	for	
improvement?
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Challenges and Successes with IT 
Governance and PPM

How	would	you	like	to	
see	things	change?
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IT	Governance	
in	Higher	Education
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Scope of Customers and Providers for IT
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Requires a repeatable, rational process to collect 
ideas, select initiatives, prioritize
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Approved	Initiatives	and	Priorities

Governance	Groups
Governance	Groups
Governance	Groups

IDEA

IDEA

IDEA

IDEA

IDEA

IDEA IDEA

IDEA

IDEA

IDEA

IDEAGovernance	Groups
Governance	Groups

IT Governance 
Process



ITG – Considerations

§ Size and shape of the organization
§ Community college
§ Small / medium college
§ Large multi-campus university

§ Structure of IT and the funding model
§ Centralized
§ Decentralized
§ Somewhere in between

§ Scarcity and competition for limited 
resources – What is your level of demand?
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ITG – Considerations

§ Scope of governance
§ Academic focused – colleges, instructors & 

students
§ Research IT
§ Administrative IT
§ A mixture

§ Desired levels of control and transparency
§ Value placed on IT by stakeholders.  
§ Endorsement and empowerment by non-IT 

people
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ITG Components – Building the model

A	Framework	for	Discussion:	A	university-level	
framework	from	the	University	of	Illinois	is	
presented	as	an	example	to	facilitate	further	
discussion.		This	model	provides	a	framework	for	
a	governance	model,	but	is	not	intended	to	
suggest	a	final	form.	The	model	is	complex	
because	it	includes	many	elements	of	governance	
and	relates	them	to	each	other.		Not	all	elements	
need	to	be	included	in	a	successful	governance	
implementation	but,	if	they	are,	the	model	shows	
how	they	are	connected.
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ITG Components – Higher Education Examples

§ http://oregonstate.edu/admin/itsc/it-
governance-structure

§ http://www.uta.edu/oit/it_governance/overvie
w.php

§ http://www.itpc.uillinois.edu/
§ http://www.nextgen.umich.edu/governance/go
vernance-chart.php

§ http://www.uvic.ca/shared/shared_about/Gov
ernanceUpdate2010.ppt
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ITG Model Components – University example
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ITG Model Components – Campus 
example
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ITG Model Components – Campus example
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ITG Model Components – IT for Supporting 
University Business Processes example
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IT Governance Who/What/When
Customer Requested Projects in Queue (additional regulatory and mandatory projects)
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ITG Components – Building the model

A Framework for Discussion: A university-level 
framework from the University of Illinois is 
presented as an example to facilitate further 
discussion.  This model provides a framework 
for a governance model, but is not intended to 
suggest a final form. The model is complex 
because it includes many elements of 
governance and relates them to each other.  
Not all elements need to be included in a 
successful governance implementation but, if 
they are, the model shows how they are 
connected.
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ITG Components – Building the model
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ITG Components –
Building Blocks for Model
§ Purpose and Scope:  What is it that needs to be 

governed? What are your institutional priorities?
§ Participants:  Who should participate?  Who should 

advise and who should make decisions?  What are 
the key roles to identify?  How are they 
interconnected?

§ Decision-making:  What decisions are made at the 
different levels/groups?  What	resources	will	be	
allocated	via	the	process?

§ Structure:  What are the layers to the governance 
structure?  How are they interconnected?

§ Communication and Coordination: Who will work 
behind the scenes to facilitate the process?

Focus
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Build an IT Governance Model
Group Interactive Activities

We will:

§ Walk through defining the components for an 
ITG structure you are interested in building

§ Work with colleagues to discuss your 
experiences, challenges, and successes with 
ITG

Workshop Feedback: Actual feedback from ITG 
design workshops  
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ITG Model Components

§ Purpose	and	Scope	of	the	
problem	to	solve
§ What	is	it	that	needs	to	be	
governed?
§ Topics	/	Functions	/	Summary	Topics
§ Units	/	Colleges

§ What	is	it	that	does	not	need	to	be	
governed?

Summary Topic
 or Function

Focus
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ITG Model Components –
What needs to be governed? (examples)

Education Research Infrastructure	
and	Security

Public	
Engagement

Administrative	
IT Web	Services IT	Strategic	

Planning
Policy	

Development

Prioritization Student	
Systems

Facilities	
Systems

Research	
Administration	

Systems
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ITG Model Components –
What needs to be governed? 

(examples)Education
Learning	Management	Systems

Instructional	Technologies

Public	Labs

Change	Management

Student	Access	to	Resources

Research
User	Support	Coordination

Research	Computing	Resources

Collaboration	Technologies

Grants	Administration

Technical	Support
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ITG Model Components –
What needs to be governed? 

(examples)Education
Learning	Management	Systems

Instructional	Technologies

Public	Labs

Change	Management

Student	Access	to	Resources

Research
User	Support	Coordination

Research	Computing	Resources

Collaboration	Technologies

Grants	Administration

Technical	Support

Strategic	Planning

O
perations

Service	Levels

Perform
ance	M

easurem
ent

Strategic	Planning

O
perations

Service	Levels

Perform
ance	M

easurem
ent
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ITG Model Components –
What needs to be governed? 

(examples)Education

Learning	
Management	

Systems

Instructional	
Technologies

Public	Labs

Change	
Management

Student	Access	
to	Resources

Research

User	Support	
Coordination

Research	
Computing	
Resources

Collaboration	
Technologies

Grants	
Administration

Technical	
Support

Infrastructure	
&	Security

Topic

Topic

Topic

Topic

Topic

Administrative	
IT

Topic

Topic

Topic

Topic

Topic

Public	
Engagement

Topic

Topic

Topic

Topic

Topic

Facilities	
Systems

Topic

Topic

Topic

Topic

Topic

Web	Services

Topic

Topic

Topic

Topic

Topic

Student	
Systems

Topic

Topic

Topic

Topic

Topic

Strategic	Planning
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ent
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Operations
Service	Levels
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ance	M
easurem

ent

Strategic	Planning
Operations
Service	Levels
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ance	M
easurem

ent

Strategic	Planning
Operations
Service	Levels
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ance	M
easurem

ent

Strategic	Planning
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Service	Levels
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ance	M
easurem

ent
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Service	Levels
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easurem

ent

Strategic	Planning
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Service	Levels
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ance	M
easurem

ent

Strategic	Planning
Operations
Service	Levels
Perform

ance	M
easurem

ent
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ITG Model Components –
Can become complex

IT Governance in 3D
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ITG Model Components

Many dimensions to manage and organize
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ITG Model Components

Purpose and Scope of the problem to solve –
Example:
Govern IT Projects that Support Business 

Processes Across the University
§ The Information Technology Priorities Committee (ITPC) 

process functions to provide a common approach to solicit, 
review, prioritize and execute information technology 
projects involving University Administration (UA) information 
technology resources including:

§ Any project that involves resources from a UA unit, or campus based unit that plans 
to offer an administrative system for the entire campus. 

§ Any project that will interface with an Enterprise system. 
§ Any project that is administrative in nature, and wishes to utilize funding from the 

central pool of administrative information technology dollars allocated by the 
Academic Affairs Management Team (AAMT). 
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ITG Components –
Building the model

Identify the subject matter – may be many pieces, 
or may be a few.

Summary Topic
 or Function
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Workshop Feedback:  
What is it that needs to be governed?

§ Must	be	an	overarching	governance	structure	to	guide	
the	various	governance	components

§ Group	should	not	only	look	at	new	things,	should	also	
consider	decommissioning	services

§ Need	service	catalogs	in	order	to	identify	what	
does/does	not	exist;	gaps	and	redundancies

§ Link	governed	items/services	to	strategic	university	
mission	driven	goals

§ Should	encourage	innovation	and	embrace	some	risk
§ Connections	/	coordination	/	communication	throughout
§ Clear	entrance	workflow	and	process	for	projects/topics
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30 MINUTE BREAK
9:30 – 10:00 am



Building IT Governance

How	have	you	seen	IT	
governance	constructed	

well?
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Building IT Governance

What	have	been	barriers	you	
have	experienced	with	ITG?
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ITG Components –
Building Blocks for Model

§ Purpose and Scope:  What is it that needs to be 
governed? What are your institutional priorities?

§ Participants:  Who should participate?  Who should 
advise and who should make decisions?  What are 
the key roles to identify?  How are they 
interconnected?

§ Decision-making:  What decisions are made at the 
different levels/groups?  What	resources	will	be	
allocated	via	the	process?

§ Structure:  What are the layers to the governance 
structure?  How are they interconnected?

§ Communication and Coordination: Who will work 
behind the scenes to facilitate the process?

Focus
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ITG Model Components

Participants	in	the	process
§ Who	should	participate?
§ Who	should	advise	and	who	should	make	decisions?

§ Existing	groups	/	Positions	/	Functions
§ Examples:

§ Faculty	groups	– e.g.	Faculty	IT	Senate,	Council	of	Deans
§ Executives	– e.g.	AVP	Finance	or	Asst.	Provost	for	Student	
Affairs

§ Administrative	Offices	– Central	and	Distributed	– Director	of	
University	HR	or	Registrar

§ IT	Pros	– e.g.	Director	of	Decision	Support
§ Student	groups	– e.g.	Student	Senate
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ITG Participants - Why is it important?

Who	Chooses?
§ Example	– Central	IT	Group

§ Without	ITG	– Internal	decisions	by	IT	management	
regarding	project	selection,	prioritization,	and	
resource	allocation	for	services

§ With	ITG	– External	customers	propose	projects,	
prioritize	them,	and	resource	allocation	is	a	byproduct	
of	these	decisions	and	constituent	demand	for	
services
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ITG Participants -
Why is it important?

Who 
Chooses?

How do you 
get to 
equilibrium?

Institution

Faculty	/	
Research

Admin-
istration

IT	
Manage-
ment

Students
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ITG Model Components – Participants 
(examples)
Existing	Groups

• Council	of	CIOs
• Faculty	IT	Senate
• IT	Pros
• Council	of	Deans
• CAV
• Student	Senate
• Business	
Managers

• IT	Priorities	
Committee

New	Groups

• Functional	
Groups

• LMS	Advisory	
Council

• Shared	
Infrastructure

• Identity	
Management

• Business	Process
• WCMS

Roles

• Advisory	&	
Decision-making

• Group	Sponsors
• Chairs	/	Leads	/	
Owners

• Governance	
Office	/	Portfolio	
Management
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ITG Model Components
Participants in the process – Example:
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ITG Model Components

• Direct	participation	on	governance	
committees

HIGH

• Advisory	input	from	existing	faculty	
governance	committees	or	individual	faculty

MEDIUM

• Actively	and	passively	communicate	ITG	
activities	with	faculty	community;	respond	to	
requests	and	inquiry

LOW

Faculty Involvement Levels
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Workshop Feedback:  
Participants in the governance process

§ The key element is how the structure connects everyone 
and connects to other decision making processes 

§ Identify/Review/Repurpose/Dissolve current committees
§ Catalog committees / require charter & documentation
§ Participants should be connected relative to their 

experience – strategic, tactical, operational
§ Governance to identify resolutions among different 

recommendations – SMEs / technologists need advisory 
roles for these decisions

§ Correct balance of stakeholders – academic, research, 
administrative, others
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ITG Model Components

Decision-making
§ Specific	decision	points
§ Set	policy	and	standards
§ Project	selection	&	prioritization
§ Resource	allocation

§ Resources	have	to	be	connected	to	decision	points
§ Incentives	for	participation
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ITG Components – Building the model

§ What	and	where	are	decisions	made?
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ITG Model Components
(example)

§ Funding	Model	Components	for	
Governance	Consideration
§ Base	funding	for	enterprise	or	

campus	services
§ Project	funding	for	one-time	

initiatives
§ Ancillary	funding	for	college	/	

department	level	services
§ Fee	for	service	– use-based	charge-

back
§ Unfunded	– beyond	resource	

capacity

Type Type	
Rank

Overall	
Rank Initiative

Ba
se

1 1 Project/Service	A

2 2 Project/Service	B

3 3 Project/Service	C

4 6 Project/Service	D

5 11 Project/Service	E

6 12 Project/Service	F

Pr
oj
ec
t

1 4 Project/Service	G

2 7 Project/Service	H

3 9 Project/Service	I

An
ci
lla
ry 1 5 Project/Service	J

2 8 Project/Service	K

Fe
e 1 10 Project/Service	L

Un
fu
nd

ed
1 13 Project/Service	M

2 14 Project/Service	N
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Workshop Feedback:  
What decisions are made and where
§ Clear	review	and	decision	points	for	projects
§ Different	review	points	may	include	architecture,	
security,	policy,	scope,	funding,	stakeholders

§ Need	a	process	defined	for	exceptions
§ Consider	actual	costs,	maintenance	&	support,	
opportunity	cost	to	not	implement	or	widely	
support

§ Incentives	to	empower	collaboration
§ Trade-offs	between	local	vs.	central	services
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ITG Model Components

§ What	are	the	
responsibilities	and	
composition	at	the	
different	layers?

§ Where	and	how	do	the	
levels	and	groups	
interconnect?

§ Ownership	and	
Accountability

L	1

L	2

L	3 Campus

College	1

Unit	A Unit	B

College	2

Unit	C

Structure:	What	are	the	layers	to	the	governance	
structure	and	how	do	they	interconnect?
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Example of Responsibilities for a Group

§ Provide	oversight,	review,	strategy,	communication	for	
business	process	and	administrative	projects	that:	
§ Involve	resources	from	our	unit	involves	an	enterprise	business	

system	
§ Will	interface	with	an	enterprise	system
§ Wish	to	utilize	funding	from	the	central	pool	of	$$	&	labor
§ Scope	of	Enterprise	Systems
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Workshop Feedback:  
Layers to the governance structure
§ Responsibility	at	all	levels
§ Increased	collaboration	between	groups	leads	to	
improved	culture	and	climate	of	IT

§ Who	sets	the	charge,	who	determines	the	budget,	
who	assigns	the	resources	

§ Accountability	throughout	structure;	
recommendations	and	decisions	need	to	carry	
through	other	points	in	governance	structure

§ Need	exists	for	project	management,	oversight,	and	
coordination	for	multi-unit	major	initiatives
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ITG Model Components

Communication	and	Coordination
§ Transparency	(in	the	eye	of	the	beholder)
§ Communication	about	the	process
§ Central	information	resources	for	governance	
operations	/	decisions

§ Service	/	project	inventory
§ Portfolio	and	Project	Management	Office	or	
portfolio	management	role	to	support	the	ITG	
process
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ITG Components – Building the model
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Workshop Feedback:  Communication and 
coordination factors

§ Communication	and	transparency	key	to	the	success	
of	the	ITG	structure	and	process

§ Need	dedicated	staff	to	drive	process
§ Easy	way	for	individuals	to	provide	feedback	and	
input

§ Documentation	needs	to	capture	how	decisions	
were	made	and	their	path	through	the	ITG

§ Incorporate	a	means	for	checks	and	balances
§ Design	both	active	and	passive	forms	of	
communication	throughout	structure
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Right-size your Governance Process

Level	1	project
UIUC	Winter	
term	creation

Level	2	project
Automated	Grade	
Change	Process

Level	3	project
Travel	&	Expense	
Management

Simple >  >  >  >  >  >  >  >  >  >  >  >  >  > Complex

Process	should	accommodate	work	of	
different	sizes	with	the	appropriate	
review	rigor	based	on	cost	and	impact
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ITG Model Components – IT for 
Supporting University Business 
Processes example
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ITG Model Components – IT for 
Supporting University Business 
Processes example
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ITG Model Components – IT for 
Supporting University Business 
Processes example
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Flexibility of Governance Process

Level	1	project
UIUC	Winter	term	

creation
Review	steps:

§ L1	Project	
proposal	
completed

§ Review	at	
functional	
subcommittee	

§ REVIEW	
COMPLETE

Level	2	project
Automated	Grade	
Change	Process

Review	steps:
§ L2	Project	proposal	

completed
§ Review	at	functional	

subcommittee	
§ Reviewed	at	cross-

functional	and	main	
ITG	Group

§ REVIEW	COMPLETE

Level	3	project
Travel	&	Expense	
Management

Review	steps:
§ L3	Project	proposal	

completed
§ Review	at	functional	

subcommittee	
§ Reviewed	at	cross-

functional	and	main	
ITG	Group

§ Executive	Review
§ REVIEW	COMPLETE

Simple >  >  >  >  >  >  >  >  >  >  >  >  >  >  > Complex
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Complex Project Example - Travel & Expense 
Management
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Complex Project Example - Enterprise System 
Structure
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Complex Project Example -
Travel & Expense Management

Multiple units across all campuses identify a 
need to improve travel and expense 
tracking and reimbursement.
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Complex Project Example -
Travel & Expense Management

A Project Proposal is 
created and moves to 
the Finance 
Subcommittee for 
review
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Complex Project Example -
Travel & Expense Management

Due to the size/scope of the proposal, the project will 
need to go through all levels of review.
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Complex Project Example -
Travel & Expense Management

The proposal goes through a series of decision points 
– Finance Subcommittee Review

The Finance 
Subcommittee 
approves the 
project to proceed 
to cross-functional 
review for a 
recommendation 
for approval / 
denial and 
prioritization
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Complex Project Example -
Travel & Expense Management

The proposal goes through a series of decision points 
– Cross-functional Group Review

The Cross-
functional group 
approves the 
project to proceed 
to ITPC review for 
a recommendation 
for approval / 
denial and also 
provides a 
prioritization 
recommendation.
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Complex Project Example -
Travel & Expense Management

Cross-functional Group provides its recommendation

In this case, the group 
recommends 
approval and also 
recommends it 
highly compared to 
the other proposals 
being reviewed
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Complex Project Example -
Travel & Expense Management

The proposal goes through a series of decision points 
– ITPC Review

The ITPC approves 
the proposal and 
prioritizes it for 
final review by 
AAMT.
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Complex Project Example -
Travel & Expense Management

The proposal goes through a series of decision points 
– AAMT Review

§ This is an annual request for project review and 
funding

§ ITPC requests approval for all projects and also 
an additional $500K for administrative IT 
projects for the next fiscal year
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Complex Project Example -
Travel & Expense Management

AAMT Decisions
§ Approval of Travel & Expense Management System
§ Approval of Enrollment Management Suite
§ Denial of Web Content Management System
§ Denial of additional incremental $500K for next FY

91



Complex Project Example -
Travel & Expense Management

Final approval of project moves the project into the 
portfolio management process
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Complex Project Example -
Travel & Expense Management

Schedule based on priority and resource capacity
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Complex Project Example -
Travel & Expense Management

Execute utilizing standards for project management 
and system implementation; monitor and control
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ITG Organization –
It all doesn’t have to be one big process

ITIT

IT

ITIT

IT
IT

IT
IT

IT

IT IT

ITG
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ITG Organization –
It may be several processes

IT

IT

IT

IT

IT

ITIT

ITIT

IT

IT IT

ITG

ITG

ITG

ITG
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ITG Organization –
Communication & interacting as needed

IT
IT

IT

IT

IT

ITIT

ITIT

IT

IT IT

ITG

ITG

ITG

ITG

97



ITG Organization –
What’s not workable is no process or chaos

IT

IT
IT

ITIT

IT

IT

IT
IT

IT

IT

IT
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ITG Maturity Levels
• Management	processes	are	not	applied	at	allLevel	0	– Non-Existent

• Processes	are	ad	hoc	and	disorganizedLevel	1	- Initial

• Processes	follow	a	regular	patternLevel	2	– Repeatable

• Processes	are	documented	and	communicatedLevel	3	– Defined

• Processes	are	monitored	and	measuredLevel	4	- Managed

• Best	practices	are	followed	and	automatedLevel	5	– Optimized
http://www.itgi.org
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Some Tips and Lessons Learned on ITG

Participants
§ Do	you	have	the	right	people	involved	at	the	right	
levels?		Do	these	people	have	the	right	background	
and	information	to	make	thoughtful	decisions?

§ The	leader(s)	of	the	process	and	components	need	
to	have	a	vested	interest	in	the	success	of	the	
process	or	else	results	will	be	substandard.

§ Must	have	a	dedicated	resource	to	manage	the	day	
to	day	operations	and	overall	coordination	of	the	
process.
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Some Tips and Lessons Learned on ITG

Process
§ Focus	more	time	evaluating	the	business	issues	and	
less	time	on	the	technology.

§ Be	prepared	to	make	hard	decisions	and	work	within	
the	constraints	of	your	resources.

§ Push	down	smaller	decisions	for	efficiency	and	let	
executives	focus	on	the	projects	with	high	costs	and	
impact.

§ Actively	align	towards	the	business	strategies	of	the	
institution	– this	won’t	happen	on	its	own.
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Some Tips and Lessons Learned on ITG

Process
§ Know	resource	capacity	and	demand	in	order	to	
provide	a	context	for	making	decisions.		Don’t	
forget	to	account	for	non-discretionary	projects	
(upgrades)	and	incremental	maintenance	growth	
levels	as	these	take	away	capacity	for	discretionary	
projects.

§ Periodically	revaluate	the	process	and	adjust	as	
necessary.
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ITPC Review Major Improvements

§ After	3	years,	ITPC	overhauled	in	2007	
§ Notable	improvements

§ Improving	the	alignment	of	project	selection	to	
strategic	plans

§ Improving	cross-functional	prioritization	of	projects
§ Making	adjustments	to	the	review	structure	and	
committee	membership

§ Improving	communication	outside	of	the	process
§ Delegation	of	decision	making	for	“small”	projects
§ Normal	periodic	process	reviews
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ITPC Review Major Improvements

§ Major	review	again	in	2016
§ Notable	improvements

§ Improve	process	to	enhance/reward	strategic	
alignment

§ Utilize	a	social	business	software	tool	to	improve	
collaboration	and	communication

§ Improve	summary	level	information	for	project	eval
§ Determine	funding	model	for	unfunded	mandates
§ Deemphasize	review	of	mandatory	projects
§ Clearly	define	process	for	projects	with	shared	
funding
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Group Interactive Activity

Designing	IT	Governance
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ITG Components – Building Blocks for Model

§ Purpose and Scope:  What is it that needs to be 
governed? What are your institutional priorities?

§ Participants:  Who should participate?  Who should 
advise and who should make decisions?  What are 
the key roles to identify?  How are they 
interconnected?

§ Decision-making:  What decisions are made at the 
different levels/groups?  What	resources	will	be	
allocated	via	the	process?

§ Structure:  What are the layers to the governance 
structure?  How are they interconnected?

§ Communication and Coordination: Who will work 
behind the scenes to facilitate the process?

Focus
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Group Activity 2 – DESIGN ITG
§ Design	an	IT	Governance	model	for	your	
institution.		Answer	key	questions	at	the	right	
level	of	complexity	to	meet	your	needs:
§ What	do	you	want	to	govern?		
§ Who	should	be	involved?
§ What	and	where	will	decisions	occur	in	the	ITG	
process?		What	resources	will	be	allocated	via	the	
process?

§ How	is	the	process/group(s)	structured?
§ How	will	you	manage	the	ITG	process?
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Build an IT Governance Model
Group Interactive Activities

§ Walk	through	defining	the	components	for	an	
ITG	structure	you	are	interested	in	building	(15	
minutes)

§ Work	with	colleagues	to	discuss	your	
experiences,	challenges,	and	successes	with	ITG	
(15	minutes)

§ Group	sharing	of	points	and	questions	(15	
minutes)
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Group Activity Wrap-up

Discussion and Q&A
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Lunch Break
11:30 – 12:30



Implementing Portfolio and 
Project Management



Afternoon Topics

• Overview of portfolio management
• Facilitate ITG | Manage schedule and resources | Manage 

portfolio | Serve as center of excellence for project 
management

• Activity
• Implementing a PPMO, a step by step guide

• Define work | Manage portfolio | Introduce project 
management | Establish systems and tools

• Exercise
• Overview of project management

• Origination; Initiation; Planning; Monitoring & Controlling; 
Closing
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Overview of portfolio 
management

Facilitate ITG | Manage schedule and resources| Manage portfolio | 
Serve as center of excellence for project management
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Portfolio management

• A portfolio is a collection of projects that is 
grouped together to facilitate effective 
management of that work in order to meet 
strategic business objectives. 

• Main activities for a portfolio manager/ or portfolio 
management office
• Facilitating project selection and prioritization
• Scheduling and resource management
• Managing (aka monitoring and controlling) the portfolio
• Providing project management standards and guidance
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How it can help

• Provides clear set of 
priorities for approved 
projects

• Provides a manageable 
workload for project 
resources 

• Answers the question: 
What are we working 
on?

+project management 
center of excellence
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http://hyperboleandahalf.blogspot.com/2010/10/god-of-cake.html
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http://hyperboleandahalf.blogspot.com/2010/10/god-of-cake.html
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Yes! we doing the right work! 
But, are we doing it well? 
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Portfolio management goals

Facilitate ITG

Resource 
management 

and 
scheduling

Manage 
portfolio (aka 
monitor and 

control)

Center of 
excellence for 

PM

Facilitate governance

Communicate 
priorities

Manage 
expectations; 
justify staffing 

Manage 
workload; 
schedule work 

Report on 
performance

Improve 
performance

Improve 
performance
, provide 
support
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Monitor 
performance 
and make 
adjustments



Facilitate	
ITG

Resource	
managemen

t	and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Facilitate ITG (drive the process)

• Facilitate the creation 
of evaluation criteria
and portfolio strategy

• Provide assistance 
for proposal creation 
(L1, L2, L3)

• Facilitate the 
proposal selection 
and prioritization 
process

• Coordinate & 
communicate

Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	for	

PM

Facilitate 
governance

Communicate 
priorities
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Facilitate	
ITG

Resource	
managemen

t	and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM

• Help with proposals
• Maintain and enforce 

process and artifacts
• Establish and maintain 

quality
• Annual reports
• Facilitate portfolio strategy
• Coordinate meetings
• Work with committee leads
• Be a liaison 
• Prepare meeting materials
• Frame decision points
• Facilitate business case 

prep 
• Maintain membership
• Inform stakeholders of 

decisions
• Maintain repository 

Maintain ITG website(s)
• Facilitate priority setting
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Facilitate	
ITG

Resource	
managemen

t	and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Portfolio Manager activities

• Help with proposals
• Maintain and enforce 

process and artifacts
• Establish and maintain 

quality
• Annual reports
• Coordinate meetings
• Work with committee leads
• Be a liaison 
• Prepare meeting materials
• Frame decision points
• Facilitate business case 

prep 

• Facilitate business case 
prep 

• Maintain membership
• Inform stakeholders of 

decisions
• Maintain repository of key 

documentation 
• Maintain ITG website(s)
• Facilitate priority setting
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Facilitate	
ITG

Resource	
managemen

t	and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Tools

• Project proposals
• Project rating and summary 

sheet
• Priority details
• Prioritization survey
• Budget impact
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Facilitate	
ITG

Resource	
managemen

t	and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Project Proposal
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Facilitate	
ITG

Resource	
managemen

t	and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Project Proposal

(short form)

• Name
• Sponsor
• Description
• Primary goal and 

benefits
• Estimates

127



Facilitate	
ITG

Resource	
managemen

t	and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM

Proposal 
Summary 
and rating

• Description
• Benefits and process 

change
• Probability of 

success
• Business value
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Facilitate	
ITG

Resource	
managemen

t	and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Portfolio strategy and project ratings

• Review University 
strategic plan, 
assess current 
portfolio, bring to 
group for discussion

• Develop initial rating 
proposal, bring to 
group for discussion 
and adjustment.
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Facilitate	
ITG

Resource	
managemen

t	and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Priority details

• Name & description
• Area
• Approval date and 

aging
• Effort
• Start date
• Notes
• Priority
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Facilitate	
ITG

Resource	
managemen

t	and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Survey

• Simple drag and 
drop ordering

• Easy reports and 
scoring

• Frames the difficult 
discussions
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Facilitate	
ITG

Resource	
managemen

t	and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Budget impact and ranking for new 

projects
• Simple drag and drop ordering
• Easy reports and scoring
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Facilitate	
ITG

Resource	
managemen

t	and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PMChallenges

• Estimating costs 
and benefits

• Sponsor buy-in to 
process

• Keeping up / not 
becoming a 
bottleneck

• Communication 
and transparency

• Not becoming too 
heavy

• “We don’t have 
time for this” 
argument
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Facilitate	
ITG

Resource	
managemen

t	and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Challenges

• Estimating costs and benefits
• Sponsor buy-in to process
• Keeping up / not becoming a bottleneck
• Communication and transparency
• Not becoming too heavy
• “We don’t have time for this” argument
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Facilitate	
ITG

Resource	
managemen

t	and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Our Lessons / Experience

• Strategic focus
• Communications outside of committee groups
• Prioritization and approvals (XFG creation)
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Facilitate	
ITG

Resource	
managemen

t	and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Activity 3: Design the 

PPMO: Facilitate ITG

136

Identify the organization, individuals, or groups 
that could fill the Facilitate ITG function of your 
PPMO.  Discuss pros and cons of staffing 
options: existing, new, internal or external to IT 
organization.

Please think through these questions individually 
first, and then discuss as a group.

Feel free to use the worksheet to record your 
answers/notes

Facilitate ITG tasks
• Help with proposals
• Maintain and enforce 

process and artifacts
• Establish and maintain 

quality
• Annual reports
• Facilitate portfolio 

strategy
• Coordinate meetings
• Work with committee 

leads
• Be a liaison 
• Prepare meeting 

materials
• Frame decision points
• Facilitate business case 

prep 
• Maintain membership
• Inform stakeholders of 

decisions
• Maintain repository 

Maintain ITG website(s)
• Facilitate priority setting



Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	for	

PM Resource Management and 
Scheduling

Facilitate	ITG

Resource	
management	
and	scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	for	

PM

• Control the start of projects to 
even out the workload

• Manage client and upper 
management expectations

• Document resource demand 
and justify staffing changes

• Decrease project lifecycle 
times

• Validate priorities

Manage 
expectations
; justify 
staffing 

Manage 
workload; 
schedule 
work 
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Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	for	

PMTasks
• Work with external 

stakeholders to 
prioritize

• Work with internal 
stakeholders to 
schedule

• Forecast resource 
demand and capacity

• Facilitate resource 
assignment and 
negotiation

• Facilitate time tracking
• Communicate
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Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	for	

PM

Tasks

• Work with external stakeholders to prioritize
• Work with internal stakeholders to schedule
• Forecast resource demand and capacity
• Facilitate resource assignment and 

negotiation
• Facilitate time tracking
• Communicate
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Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	for	

PM

Tools

• Scheduling meetings
• In flight project priorities 
• Resource projections 
• Time tracking
• Portfolio management and reporting tools
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Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	for	

PM

Scheduling meetings

• Once a month for 
functional 
managers

• Review project 
status 

• Discuss start 
dates and 
pipeline

• Avoid starting too 
many projects!
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Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	for	

PM

Available resources
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Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	for	

PM

Project schedule View 1
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Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	for	

PM

Project schedule view 2
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Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	for	

PM

In Flight project priorities
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Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	for	

PM

In Flight project priorities
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Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	for	

PM

Time tracking Tools

• Individual time entry through a time tracking tool 
(Clarity PPM)
• Actuals out to projects
• Actuals impact estimated time to complete

• Manager estimation method once a month
• Improve scheduling and estimates
• Understand real capacity
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Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	for	

PM

PPM tools 

• Positive ranking by Gartner
• Clarity PPM
• Planview
• HP PPM
• MS Project Server
• Primavera
• Sciforma

• Minimum data:  status, schedule, effort, & 
resources
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Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	for	

PM

• Data currency and 
accuracy

• Estimating
• Time tracking 

resistance
• Authority to control 

project start dates and 
resource allocation

• Communication
• Shared resources / 

ownership of resources

Challenges
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Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	for	

PM

• Data currency and accuracy
• Estimating
• Time tracking resistance
• Authority to control project start dates and resource 

allocation
• Communication
• Shared resources / ownership of resources

Challenges
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Facilitate	
ITG

Resource	
managemen

t	and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Our Lessons / Experience

• Involve all PMO’s in scheduling
• Scheduling meeting prep and questions
• Empowered Portfolio manager to push back on 

project starts and propose options.
• Clear policy on putting projects on hold
• Limit on number of projects by functional area
• Use scheduling meeting for additional topics 

(security questions, deployment updates, 
governance updates, etc)
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Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	for	

PM Activity 4: Design the PPMO: 
Resource management

152

Discuss the current and desired future state of 
resource management within your organization. 
How will you implement resource management?

Please think through these questions individually 
first, and then discuss as a group.

Feel free to use the worksheet to record your 
notes/answers.



Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Manage portfolio (aka monitor and 

control)
• Monthly reviews with 

project managers
• Budget; Schedule; 

Barriers; Risks and 
Issues; Overall status; 
Baseline 

• Identify projects at risk
• Manage stage gate 

process 
• Report on project and 

portfolio performance
• Communicate

Facilitate	ITG

Resource	
management	and	

scheduling

Manage	portfolio	
(aka	monitor	and	
control)	portfolio

Center	of	
excellence	for	PM

Report on 
performance

Monitor 
performance 
and make 
adjustments



Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PMTools

• Project reviews 
and checklists 

• Performance 
reporting

• Scheduled review 
and reporting 
against 
documented 
standards



Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Tools

• Project reviews and checklists 
• Performance reporting
• Scheduled review and reporting against 

documented standards



Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Project review Checklists



Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Performance 

reporting



Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Scheduled review and reporting

• Monthly report
• Scheduling meeting
• PMO reviews meetings
• Meetings with governance groups
• All against a set of standards



Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Challenges

• Buy in on project 
management activities

• Estimating
• Time tracking (or 

alternatives)
• Authority to adjust 

portfolio (killing projects 
and starting new ones)

• Active performance 
management



Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Challenges

• Buy in on project management activities
• Estimating
• Time tracking (or alternatives)
• Authority to adjust portfolio (killing projects and 

starting new ones)
• Active performance management
• Stage gates



Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Project management center of 

excellence: Goals
• Improve portfolio 

and project 
performance
through effective 
project management

• Increase chances of 
success for 
complex, large, or at 
risk projects

Facilitate	ITG

Resource	
management	
and	scheduling

Manage	(aka	
monitor	and	
control)	
portfolio

Center	of	
excellence	for	

PM

Improve 
performance

Improve 
performance, 
provide 
support
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Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Tasks

• Develop and maintain 
standards and tools (PMLC, 
SDLC, Program Management)

• Build PM capacity
• PM responsibilities
• Manage and coordinate the 

use of a portfolio management 
and project management tools
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Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Tasks

• Develop and maintain standards and tools (PMLC, 
SDLC, Program Management)

• Build PM capacity
• PM responsibilities
• Manage and coordinate the use of a portfolio 

management and project management tools
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Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Standards

• Project management standards (PMLC)
• Created by stakeholders; owned by PMO
• Enforced via monthly reviews, checklists, reporting, and 

training
• Other domain specific standards (such as SDLC)

• Created by stakeholders (not PMs); owned by 
stakeholders

• Enforced via monthly reviews, training, and PMs
• Large project / program management standards

• Standard evolved through experience; owned by PMO
• Large project / program management plan template

164



Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Standards
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Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM

Program Management 
Standards
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Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM PM Responsibilities

• Initiating the project
• Planning the project
• Ongoing monitoring and controlling
• Managing schedule
• Task management
• Team management
• Communication coordination
• Facilitating meetings
• Facilitating conflicts
• Sponsor communication
• Managing scope, budget, changes
• Recording and facilitating decisions
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Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Tools

• At a minimum:
• Collaboration tool: SharePoint, Box, Wikis, Shared 

drives, some cloud based PM tools are primarily 
collaboration tools

• PPM tool: CA Clarity, PlanView, MS Project Server
• Reporting tool: Out of PPM tool
• Time tracking process or tool
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Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Challenges

• Common understanding of 
project manager role

• Lack of authority for project 
managers

• Uncooperative functional 
managers

• Lack of discipline / 
personality culture for PMs

• May have inexperienced 
project managers

• Resistance to baselining
• Ownership and adherence to 

domain specific 
methodologies
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Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Our Lessons / Experience

• Move from auditor role to advisors
• Engage HR group for dialog and team building
• Social tools to reduce isolation
• Talented team members used to develop and 

evolve methodology and processes
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Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Challenges

• Common understanding of project manager role
• Lack of authority for project managers
• Uncooperative functional managers
• Lack of discipline / personality culture for PMs
• May have inexperienced project managers
• Resistance to baselining
• Ownership and adherence to domain specific 

methodologies
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Facilitate ITG

Resource 
management 

and 
scheduling

Manage (aka 
monitor and 

control) 
portfolio

Center of 
excellence for 

PM

Facilitate governance

Communicate 
priorities

Manage 
expectations; 
justify staffing 

Manage 
workload; 
schedule work 

Report on 
performance

Improve 
performance

Improve 
performance, 
provide support

172

Monitor 
performance 
and make 
adjustments



Models for portfolio and project management

Facilitate ITG

Resource 
management 

and 
scheduling

Manage / 
monitor and 

control 
portfolio

Center of 
excellence 

for PM

All PPMO’s require a 
portfolio manager to 
do these things.  
Some variation exists 
in how this is staffed 
and tasks

Variations exist in the 
amount of control exercised 
over projects and how PM 
roles are staffed
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Facilitate ITG

Resource 
management 

and 
scheduling

Manage / 
monitor and 

control 
portfolio

Center of 
excellence for 

PM

Variations

• Supportive:  Methodology, standards, 
projects run by technical leads and 
analysts

• Controlling: Enforces standards, performs 
reviews, projects run by PMs within the 
PMO and other folks

• Directive: PMs from the PMO run the 
projects.

• Optional service provider: Master planner 
and project initiation services provided 
upon request or as required
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Facilitate	ITG

Resource	
management	

and	
scheduling

Monitor	and	
control	
portfolio

Center	of	
excellence	
for	PM Activity 5: Design the PPMO: Manage 

portfolio and center of excellence
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• Complete the rest of the Design the PPMO worksheet. 
• Manage Portfolio
• Center of Excellence
• Optional services

• Discuss the pros and cons of selecting each level of 
control and determine the best option for your 
organization.

Please think through these questions individually first, and 
then discuss as a group.



30 MINUTE BREAK
2:00 – 2:30 pm



From 0 to PPM

Step by step guide to implementing PPM
Work | Portfolio | Projects | Systems
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From 0 to PPM

Work
• Effort
• Project	
inventory

• Ownership
• Time	
reporting

Portfolio	
• Project	
proposal	and	
approval

• Reporting	
and	Review

• Scheduling	
and	
prioritization

Projects
• Select	the	
PMO	model

• Develop	
standards

• Increase	PM	
skillset

• Quality	
control

Systems
• Collaboration	
• Portfolio	and	
project	
management

• Time	
tracking	and	
reporting
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Categorize effort

Admin

Maint

Projects

Ops

Work	
requests

§ Identify	all	the	types	
of	work	done	in	your	
organization

§ Define	high-level	
categories
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Project Definition

• Starts with the PMBOK definition and then 
customized to the work in your organization by 
applying a number for hours and/or dollars

• The numbers are a guideline
• A small effort could always be managed as a project
• Judgment call as numbers are not a hard cut off

• Dealing with initial estimates
• Ballpark idea of what level of effort is involved
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Project Definitions

• Work Requests
• Total budget: < $20K 
• Hours of effort: < 250

• Projects
• Level 1

• Total budget: < $100K 
• Hours of effort: < 850

• Level 2
• Total budget: < $250K 
• Hours of effort: < 5,000

• Level 3
• Total budget: > $250K 
• Hours of effort: > 5,000
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Project Fields

• Projects come in many flavors
• Identify categories and values that will be used to 

stratify data when reported

• Identify basic project status data: name, id, PM, 
start and end date, level of effort, status comment, 

Mandatory
Project
• Yes
• No

Functional	
Area
• Finance
• HR
• Student
• BI

Project	Type
• Analysis
• Application

Development
• Enhancement
• Upgrade

Goal
• Strategic	Initiative
• Cost Savings
• Internal	Labor	Efficiency
• Improve	Customer	Service

182



W
or
k

Po
rt
fo
lio

Pr
oj
ec
ts

Sy
st
em

s

Inventory

• After defining a project and the initial set of fields 
to be used, conduct the interview

• Gather list of work from each area
• Identify which are projects
• Then review list with the organization to identify 

any missing items
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Assign ownership

• Assign PMs to the identified projects
• Institute simple status reporting guidelines and 

cycle: Start date, end date, status comment, etc
• Set expectation from upper management for 

reporting on projects
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Time Reporting

• Record effort expended to make assessments of
• Resource Availability
• Project health
• Scheduling of new work
• Staffing levels

• Difficult to institute, but worth it.
• Alternative to individual time reporting:  monthly 

manager estimate of how their staff spend their 
time
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Time Reporting

Identifying, categorizing, and forecasting work is the first step to 
implementing Project and Portfolio Management.  A key 
component of this is time reporting. 
• On your own, outline the data you will need to help you 

schedule work and maintain adequate staffing levels. Share 
your results with the group. 

• As a group, please select a time reporting method (estimates by 
manager or actual time reporting by individual) that will work 
best for one of the organizations represented at your table. 

• Then discuss ideas for implementation for that same 
organization. 

• Several groups will report out to the room.
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Work
• Effort
• Project	
inventory

• Ownership
• Time	
reporting

Portfolio	
• Project	
proposal	and	
approval

• Reporting	
and	Review

• Scheduling	
and	
prioritization

Projects
• Select	the	
PMO	model

• Develop	
standards

• Increase	PM	
skillset

• Quality	
control

Systems
• Collaboration	
• Portfolio	and	
project	
management

• Time	tracking	
and	reporting

Portfolio
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Project proposal / review

• Work with ITG group to:
• Establish proposal template
• Establish clear process for submitting the proposal
• Establish proposal review groups and regular review 

schedules
• Establish criteria and rules for review and acceptance 

• Develop standard reporting package and tools for 
each review

• Determine where to store and how to 
communicate results
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Reporting

• Set up regular reporting cycles early on 
• Show value quickly
• Enhance it as you go
• Enforces conformance to status reporting 

guidelines
• Wide distribution
• Will be simple at first
• Set expectation that this is the system of record
• Standing agenda item
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Simple reports at first

Project	
ID	and	
name

Project	
manager

Level of	
effort	(low,	
medium,	
high)

Date	
Starte
d

Anticipate
d	End
Date

Status	
as	of

Status	
comment

Project	ID	and	
name

Approval	
Date

Priority Description Anticipated	
start	date
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Prioritization / scheduling

• Work with ITG to establish prioritization process 
• Occurs regularly for all non-started, approved projects
• Survey method works well
• Discuss and adjust results at meeting

• Communicate priorities to resource managers
• Establish regular review cycle with resource 

managers for reviewing priorities and scheduling 
projects

• Establish tools and reports for recording and 
communicating schedule information



Work
• Effort
• Project	
inventory

• Ownership
• Time	
reporting

Portfolio	
• Project	
proposal	and	
approval

• Reporting	
and	Review

• Scheduling	
and	
prioritization

Projects
• Select	the	
PMO	model

• Develop	
standards

• Increase	PM	
skillset

• Quality	
control

Systems
• Collaboration	
• Portfolio	and	
project	
management

• Time	tracking	
and	reporting

Projects
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Facilitate ITG

Resource 
management 

and 
scheduling

Monitor and 
control 
portfolio

Center of 
excellence for 

PM

Select the PMO model

• Supportive:  Methodology, 
standards, projects run by technical 
leads and analysts

• Controlling: Enforces standards, 
performs reviews, projects run by 
PMs within the PMO and other folks

• Directive: PMs from the PMO run 
the projects.
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Factors

• Staffing options: dedicated staff, virtual team, part 
time staff

• Executive support
• Culture
• Evaluate organizational pain points—major failed 

project, chaotic portfolio, overwhelmed staff, or 
lots of projects with nothing complete

• Identify starting state and end state
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Develop standards

• Best if designed by the group
• The lighter the better; provide options for 

complexity
• Use PMI or another organization as a starting 

point
• PM methodologies are pretty much the same, 

don’t sweat the changes or pursue an ideal—let 
the group own it.

• The important part is the process of developing it 
as a group
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Standards:  PM Toolkit
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Standards:  SDLC

197



W
or
k

Po
rt
fo
lio

Pr
oj
ec
ts

Sy
st
em

s

Build the PMO

• Like minded folks to maintain and use the methodology
• Offer training and professional development activities
• Define PM responsibilities
• Consulting/planning services for projects
• Actively build culture
• Staffing:

• Select folks with discipline over personality
• Build/grow PMs where possible
• Don’t be bamboozled by PMI-speak or PMP credentials
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Supporting your PMs

• Training
• Coaching
• Reviews
• Audits and close 

supervision
• Culture
• Job aids and 

checklists
• Don’t overwhelm folks

• Talking points for hard 
conversations

• Core people invested
• Engage HR resources
• Minimize isolation
• Actively use social 

media tools and IM’ing
• Practicing
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Quality control

• PMO Reviews
• Checklists
• Focus on one area at a time
• Enlist PMs to serve as Quality Control person
• Make sure folks are aware of how the data is used 

and how important it is
• Audits
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Project review Checklists
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Work
• Effort
• Project	
inventory

• Ownership
• Time	
reporting

Portfolio	
• Project	
proposal	and	
approval

• Reporting	
and	Review

• Scheduling	
and	
prioritization

Projects
• Select	the	
PMO	model

• Develop	
standards

• Increase	PM	
skillset

• Quality	
control

Systems
• Collaboration	
• Portfolio	and	
project	
management

• Time	tracking	
and	reporting

Systems
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Systems

• The technology that is used should implement the 
processes you have developed. 
• Your processes should not be built around the 

technology
• Utilizing technology will greatly improve your 

ability to keep the data current and get meaningful 
reports from the system you use.

• MS Project Server, Clarity, and Planview are well-
rated systems

203



W
or
k

Po
rt
fo
lio

Pr
oj
ec
ts

Sy
st
em

s

System of Record

• In order to make good decisions, you need to 
have good data

• To have good data, you need to have an 
authoritative source for you data

• We recommend one system for PPM and another 
system for team collaboration
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PPM

• Application that allows project managers to plan, 
monitor, and update the project status over time

• More than a project management tool:  rolls up to 
a portfolio view:
• CA Clarity
• Planview
• MS Project Server

• Must track the items you identified as required for 
each project.
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Collaboration System

• The project artifacts are best kept in a place that 
allows for easily creating, updating, and sharing 
them with the team.

• SharePoint is an excellent  choice for this
• Can set up a standard template for projects that 

have all the standard PM artifacts.  Can be used 
to enforce the process.
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Activity 7: Your project management 
experiences
Table discussion:
• What is your experience leading or participating in 

IT projects on college campuses? 
• What was your role in the IT project? 
• Which campus IT projects have you seen work 

well?  Why do they work well?
• Which campus IT projects have you seen not work 

well? Why do they fail?
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Project management overview
Origination | Initiation | Planning| Execution | Closing
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Project Management lifecycle (PMLC)

• Origination
• Proposing, justifying and approving a project

• Initiation and Planning
• Defining and planning a project

• Execution
• Getting the work done

• Closing
• Clean up and hand off to support

Origination Initiation Planning Execution Closing
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PM’s Effort throughout the PMLC

Project	Manager	Effort Project	Team	Effort

Initiation Planning Execution	&	Monitoring	&	Control Closing
Origination

Origination Initiation Planning Execution Closing
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Origination phase

• Goals: Transform project ideas to a documented 
business case and project proposal for review and 
approval

• PM’s mission: Data gathering and support for the 
business case and project proposal (as 
requested)

• How you can help: Support quality project 
proposals, emphasize the need for good starting 
estimates and analysis

Origination Initiation Planning Execution Closing
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Origination Activities

Develop	
formal	
project	
proposal

Review	
and	

approve	
proposal

Schedule	
and	

prioritize	
work

Assign	
project	
manager

Project	
idea

Approved	and	prioritized	project	proposal
Scheduled	project
Project	manager	assigned
Hand	off	to	PMO

Origination Initiation Planning Execution Closing
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Common challenges for the PM

• Estimate gathering resistance
• Initial guess
• Bracketing
• Iterative

• Cost / benefit analysis and business case
• Internal labor efficiencies
• Risk avoidance
• Strategic plan
• Costs saved
• Customer service improvements

• Creating the initial draft

Origination Initiation Planning Execution Closing
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PM’s Effort throughout the PMLC

Project	Manager	Effort Project	Team	Effort

Initiation Planning Execution	&	Monitoring	&	Control Closing
Origination

Origination Initiation Planning Execution Closing
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Initiation phase

• Goals: Develop the project charter and 
communication plan.  Formalize and communicate 
goals, deliverables, participants  and roles.  

• Project manager’s mission requires courage and 
good communication (plus a lot of work)

• How you can help: Communicate, cheerlead, 
emphasize the importance of project chartering 
process and participating in project scope 
discussions.

Origination Initiation Planning Execution Closing
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Initiation Activities for PMLC

Setup	Project Gather	
Information

Draft	Project	
Charter

Approve	
Project	Charter

Hold	Kickoff	
Meeting

Origination Initiation Planning Execution Closing
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Common PM challenges and tactics

• Arm waving 
• Talk with them directly
• Get them involved early on in discovery meetings
• Communicate the progress on the plan
• Establish deadline for plan completion and meet it

• Ready, fire, aim
• Ask them to help with planning—create list for WBS

• Naming the risk or issue
• Just need to build trust with the team –don’t violate confidences, be 

fearless
• Not understanding or valuing the process

• Get folks involved early with the planning
• Otherwise—know that you are not alone—all of us go through this

Origination Initiation Planning Execution Closing
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Initiation Checklist

qInitial project set up
qInitial contacts
qSet up projects in your PPM
qCreate and customize collaboration space

qDiscovery Meetings
qComplete Project Charter

qFinalize scope
qRisk identification & contingency
qEstablish work and project processes
qFormalize the project team

qKick-off Meeting

Origination Initiation Planning Execution Closing
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Planning phase

• Goals: Develop a detailed and complete work 
plan. This includes finalizing tasks, assigning 
resources, setting schedules, and gathering 
estimates. 

• PM’s mission requires courage, patience, and a 
lot of work.

• How you can help: help gather estimates, allocate 
resources,  and communicate the importance of 
proper project planning

Origination Initiation Planning Execution Closing
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Planning Activities for PMLC and SDLC

Analyze	
Stakeholders

Plan	
Communication Create	Use	Cases

Create	Functional	
Requirements

Create	initial	
Work	Breakdown	
Structure	(WBS)

Create	initial	
Project	Schedule

Origination Initiation Planning Execution Closing
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Project plan

• Project plan is a set of information
• Task identification and organization (aka Work 

Breakdown Structure)
• Assigning resources
• Estimating 
• Scheduling

• All of these elements combined make up the 
project plan

Origination Initiation Planning Execution Closing
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Challenges and tactics for the PM

• Arm waving
• Estimate gathering woes
• Hours vs. duration conversation
• Getting the planning meetings rolling
• Initial draft
• Time-consuming reviews of WBS 

Origination Initiation Planning Execution Closing
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Planning checklist

qStakeholder Analysis
qComplete Communication Plan
qUse Cases/Stories
qDiscovery activities
qFunctional Requirements
qCreate/revise project schedule 
qProject planning meetings and revisions
qFinal project schedule review and approval
qBaseline project

Origination Initiation Planning Execution Closing
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PM’s Effort throughout the PMLC

Project	Manager	Effort Project	Team	Effort

Initiation Planning Execution	&	Monitoring	&	Control Closing
Origination

Origination Initiation Planning Execution Closing
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Execution

• Goals: Do the work! Execute, monitor, and control 
the project plan. Execute, monitor, and control the 
communication plan.

• PM’s mission requires discipline to monitor and 
control and communicate and adjust.

• How you can help: Being available to the project 
manager, helping resolve resource issues, 
advocating for project priorities, advertising 
progress and successes

Origination Initiation Planning Execution Closing
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Typical outputs

• The project work!

• Ancillary outputs: status reports, communications, 
tasks and issue worksheets, change requests, risk 
worksheets, revised project plans

Origination Initiation Planning Execution Closing
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Origination Initiation Planning Execution Closing

Faculty, Staff & Student Input

User	Community	
sessions

Online	Survey	
participants

Campus	Advisory	
Groups

Joint	Stakeholder	
Team	sessions Focus	Groups Prototype	Open	

Houses
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Execute, Monitor, Control Project Plan

• Manage scope (change request process)
• Manage action items and issues and decisions
• Manage risks.
• Update project plan continuously

• Tasks :  Resources : Schedule
• Communicate upcoming deadlines
• ETC updates / reasonableness test
• Occasional personal visits / emails
• Reports during status meeting
• Walk-abouts.

Origination Initiation Planning Execution Closing
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Execute, Monitor, and Control 
Communication Plan
• Execute the communication plan
• Regularly scheduled project team status reports (weekly 

or bi-weekly)
• Maintain collaboration space with meeting agendas, 

minutes, decisions, documentation, and status reports.
• Review significant project plan changes with sponsor
• Informal communication is key: walk-abouts, hallway 

conversations, and personal emails

Origination Initiation Planning Execution Closing
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Executing checklist

Monitor and control
qRisks
q Issues
qChange requests
qAction items
qTasks
qResources
qSchedule and project plan
qTrack Action items, Risks, 

Issues, Decisions
qFollow up on Tasks

Communicate
qProject team status 

meetings and reports
qSponsor reviews
qInformal communication
qMaintain collaboration 

space
qOther items defined in 

communication plan

Origination Initiation Planning Execution Closing
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Challenges and tactics for the PM

• Not taking your plans seriously
• Letting meetings get out of control
• Project team members ignoring schedule
• Project team members pulled from project
• Scope changes
• Assuming sponsor knows what is going on

Origination Initiation Planning Execution Closing
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PM’s Effort throughout the PMLC

Project	Manager	Effort Project	Team	Effort

Initiation Planning Execution	&	Monitoring	&	Control Closing
Origination

Origination Initiation Planning Execution Closing
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Closing phase

• Goals: Tie up loose ends, hand off results, assess 
project performance and release team

• PM’s mission requires discipline.  The end of this 
project will impact the beginning of the next! 

• How you can help: Congratulate project team and 
advertise success.

Origination Initiation Planning Execution Closing
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Closing Activities for PMLC

Gather	lessons	
learned	&	
survey

Transfer	
ownership	of	
open	items

Hold	project	
closing	
meeting

Organize	and	
store	final	

documentation

Origination Initiation Planning Execution Closing
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Challenges and tactics for the PM

• Lingering tasks
• Not getting lessons learned
• Scope creep

Origination Initiation Planning Execution Closing
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Closing Checklist

qGather lessons learned
qAssess project performance
qHold project closing meeting
qPost project environment review & cleanup
qApplication decommissioning (as appropriate)
qOrganize and store final documentation
qClose project 

Origination Initiation Planning Execution Closing
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Closing checklist

qGather lessons learned
qAssess project performance
qHold project closing meeting
qOrganize and store final documentation
qClose project 

Origination Initiation Planning Execution Closing
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Our experiences

Origination Initiation Planning Execution Closing

• Identity and access management
• START myResearch
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Identity and access management

Origination Initiation Planning Execution Closing

The goal of the UI Identity and Access Management (IAM) project is to improve identity and 
access management at the University of Illinois which will in turn reduce operations costs, 
increase security and improve business agility.

Success characteristics
• Methodology and tools developed by the team.
• Discovery meetings and post production support time
• Balance of controls and flexibility
• Decision logs, change controls, formal risk management
• Communications to all team members
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START myResearch

Origination Initiation Planning Execution Closing

• START myResearch will modernize and streamline the research enterprise at 
the University of Illinois. This project combines the implementation of a grants 
management and compliance software with the launch of a Principal 
Investigator (PI) portal providing faculty with grant related information from a 
number of different university systems.

Success characteristics
• Tools proposed and adopted by team
• Flexible, evolving planning and monitoring methods
• Empowered and experienced project manager
• Balance of controls and flexibility
• Multiple work streams with limited scope
• Communications to all team members
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Governance, Portfolio and Project 
Management (GPPM)

In order to be most 
successful, you need all 
of the pieces.

• IT Governance
• Portfolio Management
• Project Management
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Activity 8: Building your team

For many of us, hiring dedicated team of portfolio 
and project managers is not an option.   Work with 
your group to discuss methods for developing 
organizational PM expertise and a PMO without 
dedicated staff.   Questions to consider:

Who is best to lead this effort?
Who do you need to get buy in from?
What activities should be done first?
How would you define roles?
What is the best way to build expertise and community?
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Questions and Discussion
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Thank you for participating 
in today’s session. 

We’re very interested in your feedback.  Please take a minute to fill out the session 
evaluation found within the conference mobile app, or the online agenda. 


