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Foreword
ByGlynnD. Ligon Ph.D. President ESP Solutions Group

Business experts just don’'t know enough about h
operates. Sowhy shouldwe expect businessriented professionals to be the

best project managerand integrators of largescale education agency

technologyproject? That education agencies are different from other businesses

and each others a fact. The sgialblend of local and statpolitics,culture and

personality divergent stakeholder groups, and technical challenges meéel

educationageng unique Successful project managementthis environment

can be elusive-but far from unachievable. In fact, thisference guide shoss

how quality project management can be achieved within an education agency

Hrst, the reademust get away fromthe conventional wisdom that se we can
have only two of thehree components of project succes®n time delivery
affordable cost, or qualityThe right project management methodology will
deliver allthree for an education agencin fact, thatis exactly what an agency
should expect.

Theattribute that makes project management by ESP Solutions Group (ESP)
most succesful for an education agency is goiilosophy of collaborative
teamworkand constant communicationfntegrated into that is our process of
action reseach for continuous improvementVe have built an exceptional
group of experts with the full range of pariences required for largscale
implementations. Their Extraordinary Insigfits incorporated into our own
project management methodologyQuality Project ManagemerQQPMi'\’I for
EducationAgencies.

Most experts believehat largescale technology prefts fail br one or more of
the followingreasons

1. Insufficient highHlevel support

2. Inadequate funding

3. Incapable commercial software products

In fact, these are typically ndhe primaryr easons f or aOuproject’s fail ul
analysis of higiprofile, failed education information system projects concluded
that two factors often combine for failure.
1. Lack of buyin from stakeholders, especially those burdened with
providing the data.
2. Lack of interoperability of the r o j @mponests, old and new, that
makeup the total solution.

Interestingly, the most influential business books with wisdom to share on this
topic were written some years ago.
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BuyIn

When there is insufficient buin by the data providers (e.gclerks,schools

districts etc), it likely occurs becaudthey are unwilling to change their

processes to provide data in a new wayThe Change Functig@oburn Pip,

2006), two variables work with each other to allow change to occur. The pain of
staying with the current process must be grerathan the costs for changing to

the new process. Thidynamic explains how bty from data providers impacts
largescale projects. For example, the schools evaluate the costs and benefits to
them. They decide whether or not the new system will easartharrent burden

to such a great extent that the extra burden to switch over is bearable.

In The Tipping Poir{Gladwell, Malcolm2000), an innovation suddenly catches
on and success is rapid from a point in time. For an education agency, that
dynamicdescribes perfectly the buipn point that must be achievedif the

project is voluntary. Because largeale systems are often mandatory, waiting
around for the tipping point can be disastrod$iere imo tipping point in a
mandatory system adoption. Codsir the dynamic described in the classic
Crossing the Chas(iMoore, Geoffrey A., 1999)nmovators and early adopters
buyin and make an innovation successful. However, a laogde, mandatory

i nnovation can’t aff or d-irnthastobedompelingf f t he | aggard
for everyone within a prescribed timeframe. QPM specializes in achieving that
buy-in before the fuse burns down.

InIf Only We Knew What We Kno@. Jackson Graysalr., the creator of the
MalcolmBaldrigeNational Quality Awardemphasizes the importance of the

tacit, unwritten knowledge that people have of h
what ESP’'s project managers and the experts that
education agency. Agencies donédownhave the time o

all of the processes that must be respected to achieve widespreadrwpr
eveninternal buyin. Our project managers are trained to use QPM to discover
the tacit knowledge and leverage it for succesather than being blindsided by
its reality inthe midst of implementation.

Interoperability

Up front, a huge risk is insufficient interoperability among the components of

the solution. Eaclkomponentmay work fine independently, but within the

ecosystem of the overall solution, they fail to wadgether seamlessly. hhe

World is Fla{Friedman, Thomas L., 2005), information systems operate

seamlessly across the globe. Insteadeihgflat, the world of education

vendors still |l ooks |ike a Rubik’s cube. Product
education agency moves them around to make them all match up, the result is

often that they become even more mismatched. The solution to an education

agency’'s Rubi ks cube of software applications i
the surface but to connect #m internally within the cube so we can change the

color of each square to match whatever color we
interoperability. Don’t expect different vendors
to comply with your needs. Instead insist that hehare their contents

efficiently with all other applications in your cube.
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| rather enjoy criticizing business approaches to education agency solutions, but

| also find the advice from business boédde right on for educationT hat ' s

actually how éective groject management has to worknow the best

practices from the professional project management organizations, but also

distinguishthe nature of education agencies. This paper does tRaad on to

see how ESP’'s Qual i tbucafonAgénees methddology g e ment f or
has evolved into the begtracticeapproach for making largscale technology

projectsin educationsucceed.
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Must we state the obvious and say we want to manage a project for success?
Yes. Notll projects define success at the beginning. Not all projects keep
success as their primary focus. The goal of quality project management is to
define and achievavhat you, the client,considersuccess.

Preparing forProjectSuccess Begins at the Beging = o i
nsig

Even with a solid project management methodology in place, the vendor and The project managers
education agency are each independently responsiblafmoject success. should be involved from the
Though they work together in partnership, coordination, and collaboration, it is Very beginning of the

the education agecy that is ultimately responsible for the overall success of ~ Projed and remain

each projectThis is why it is essentifdlr education agencies to weigh heavily ~ [roughoutio ensure

who they work with on projects. continuity.

The following list of guidelindsr achieving project succegsbased on yearsf
experience working on a variety of state and local education agency projects.
They represent the qualities of the most successful projects, project managers,
and education agency organizations.

1. Project Management Leadership

Besides having a deep uerdtanding of agency processes and internal ’-\ ESP Insight
project management methodology, education agency project managers partnership
mu:_st also have knowledge of available agency resources, current across both the education
projects, and personnel, etc. Both the education agency and the vendor.,c., 4nd vendor
should appant knowledgeable and experienced project managers Who oganizations are essential
are eager to collaborate and willing to share in the ownership of the  to any successful project.
project. The project managers should be involved from the very
beginning of the project and remain throughout to ensure continuity.
Finally the project manager should have the respect of the education
agencyteamand access to their superiors.

Good project management leadership and effective

communications and procedures help to prevent hypercritical

behavior by project stakeholdeasd agency staff who are not

involved with the project on a dag-day basis and therefore do ’.\ ESP Insight

not know the specifics of the project. )
If any changes to project

scope do occur, they must

2. Ownership of Success & Risk Factors be managed with

Project management is a team Spgoﬁsktency,-%gj}e%duﬁorqu
manager should pihfor and focus on collaboration across the project by all involved parties, and
organi zation, and not assume t hadectalyeodme ndo
everything it takes to achieve project success. Teamwork and processed and signeuff

partnership across both the education agency and vendor organizations.
are essential to any successful projethus collaboration and
coordination areessentiato ensuringthat risk factors are identified
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and mitigated throughout the project lifecycle and that the project is
fully and successfullymplemented at its compledin.
There are activities that the vendor will be unable to undertake,
e.g., state protocols and procedures may inhibit permissions or
access to certain facilities.

3. Decision Makersind Stakeholder Engagement
The edweation agency muswork with their propct management
vendor tohelpidentify and provide access to the key internal
stakeholdes that have decisiomaking capabilities and influencwer

’\ t he pr o] eO©rkeé identiBied, the lep stakeholders need to be

® ESP Insight able tomake decisions in a timelpanner. If there are multiple persons
The education agay must who must be included in the decisianaking process, the education
helpidentify and provide agency should have a timeline and procedures for-sifjito ensure
access to the key internal that decisions get made quickly and conveyed to their
stakeholdesthat have partners/vendorsBest practte sakeholder engagement and analysis
decisionmaking processes should be usedtwaximize stakeholder support, minimize
capabilities resistance, monitor communications, and gain consensus

Failure to make decisions in a timely manner can result in delays
and the inefficient use ofrpject resources and time.

4. CrosslLevel Involvement
The education agency and vendor project managers should emphasize

inclusiveness, access, and involvement in thi¢
communications throughout the project organization and lifecycle.

f.\ ESRnsight Reguar briefings of agency leaders should be scheduled. All persons
within the organization (and those outside the organization, if

All persons within the applicable) who will be affected by the project shouldkept informed

organization (and those of the scopeand progres®f the project.

outside the organization, if
applicable) who will be
affected by the project
should be informed of the
scope of the project.

Agency leadex need not receive lengthy detailed reports, but they
should be provided with regular project updates. Similarly, the rest
of the agency should receive regular, tailored updates.

The education agency and project management venghmild plan for
and exeate several consistent types of communications prescribed by
the project’s communications plan. This incl:
consistently executed meetisgdocumentation, and project status
notification schedule. Regular status meetings and etieelriefings
should be scheduled, including both fatweface and virtual meetings.
Faceto-face meetings are particularly useful if there are problems
or areas of dissent. Negotiations can faeilitated by the ability to
Pa Esp insight 2643NPS | LISMNB2YQa 02Re tIly3

From top to bottom, the
education agency should
emphasize ownershiand
buy-in of the project.

The education agency andnaor must carefully manage a project
governance structure and plan for the collaboration of multiple moving
parts. This includes policy steering groups, user groups (early adopters),
and agency coordination group activiie
Virtual communications can be used to efficiently update
stakeholders as well as to gather information from them.
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5. Change Management an@onsensus Stakeholder By
ESP understands that any successful project management methodology
must have a stronfasis in and knowledge of change management
processes. We also understand that change management is so much
more than controlling project change and scope. Effective change
management requires the ability to keep your stakeholders engaged
throughout the ife of the project.

To that end ESP’'s Quality Project Managemen
communication focused and relies upon formal. documented,

communicated, and agreed upon project communications. QPM relies

upon stakeholder engagement to achieve change. This isusec

stakeholder support is required to achieve the controlled transition to a

desired future state. It is also understood that not everyone on the

project team will be naturally be for change. To bridge this gap, QPM

utilizes communications management astéikeholder engagement

processes to reach the ultimate goal of change.

From top to bottom, the education agency should emphasize
ownership and bwyn of the project. This means that by including all
project stakeholders in the requirements gathering gess they feel
their needs are being heard and met. When managing stakeholder buy
in, the following groups must be considereajencypolicy makers,
agencyadministration,state governmentleaders localeducation
agenciesprofessionabrganizations, andendors.For more
information on obtaining buyn within your organization, download
the ESP Optimal Reference Guibarketing Your Field of Dreamshe
Process of Obtaining and Sustaining Bluny
Available ahttp://www.espsolutionsgroup.com/library/
Failure to build buyn can result in stakeholders sabotaging the
project or, at a minimum, slowing it down considerably. ’-\ ESP Insight

The education agency and

6. Scope COHFI’0| ) vendor relationship must
The education agency and vendor should mutually agree to dkyjide be built on honesty and

the project’s statement of wor k St®Bot@steds@uidme
scope, expectations, and timeline. If any changes to project scope do trust each other to be
occur, they must be managed with consistency, agreed upon by all ~ honestand if neededgven
involved parties, and have change orders proedsand signeebff on. blunt.
This helps to ensure that the project is completed appropriately, on
time, and within budget.
G{ OENBSS LI 200dzNB ¢ KSy GKS | 3SyOe RA&A02OSNE
GKSe g2dzZ R tA1S G2 IRR (42 GKS LINR2SOGQa a
desireto be made after the beginning of the projelitnot kept in
check, Scoper€pwill resultin the inefficient use of project
resources and time.

(& )
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7. Trust & Openness

The education agency and vendor relationship must be built on honesty

and trust. Both paiits should truseach other enougho be honest

and blunt if needed This will ensure that all dteholders get the best

information possibleabout the project and that there is shared

ownership of the decisions made throughout the project lifecycle.
Thedevelopment of open and honest communication between the
agency project manager and the vendor project manager will help
to avoid misunderstandings and withheld information.

Al l parties should remember that the project
p e r s o n a lality"diffePe@aaessshonld not get in the way of sound,
informed, professional decisions.

Decisions made should be in the best interest of the agency and

project, and not the people working on the project. An environment

of respect and commitment to projesuccesshould prevail above

all else.

Project Governance

Largescale technology implementations require a high degree of coordination
and relationship building. In any project that reaclves from an education
agencyto the public, there are a varietyf multi-layered stakeholders that need
to be accounted for, heard, and understood.

Coordination and collaboration across the following groups is essential.
The leadership of the various divisions within the education agency
Regional education agenci@stermediate education units

Local education agencies and the state education agency

IT personnel at the state, regional, and local levels
Administrative personnel at the state, regional, and local levels
Classroom personnel

The public (including parengnd students)
Governor's office

The Legislature

Technology vendors

Stakeholder advisory groups

= =4 -8 -8 _a_2_48_-9_4._.2_-92

Because of the large number divergentstakeholders, conscientious
stakeholder management is required in education technology system
implementations. The alify to work withvarying personalities and gain togo-
bottom stakeholder buyn is an ongoing challenge. It is essential to project
success to maintain executive stakeholder presence during the good times, as
well as the notso-good times. To this end fared updatesfracking, and
communications should bglanned and executed for each type of stakeholder.
The reason for such rigorous stakeholder engagement is that multiple
organizational contacts anles need to be understood and navigated.

The govenance processhouldinclude the following prescribed steps:
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1. Create an advisory group consisting of representative stakeholders that
meets regularly with the project management team to review plans and
processes and provide feedback and recommendations,

2. Maintain a secure, projeedpecific website where all project
documents and resources are made available and kegbegate,

3. Establish and conduct a phased pilot with selected early adopters, and

4. Evaluate project progress to make implementation modifaras as
needed.

Projectlssues andRisls

B e c a u s expeEefde idhasedon education technolodpest practice,
standards, angbroject management, we have experienced andghunderstand
the potential issues andisksthat may beencountered when imgmenting and
integratinglarge-scaledata systeminitiatives.

Not only do we anticipate project risk, we know how to mitigate risk. By utilizing
ri sk management processes such as risk analysis
successfully planned and implemted multiple largescale longitudinal data

collection and reporting systems. Inherent in QPM is a high level of continuity

and consistency. Our methodology astdff provides the most effective risk

mitigation strategy and the highest level of project nagement stability

personalized to the specific needs of our education agency partners. We are nor‘\ ESP Insight

just part of a nameless, faceless, monolitbémsultingentity running through
the motions.

A major characteristic of
QPM is its use of Action
Research to manage,

. .. . triage, andimmediately
Havi ng *‘ bESRmtcipaté &nd enderstandthe commonissues that resolve issues.

arise from time to time in an education agency environment and how to deal
with them early.QPMmethodically confronts, tracks, and resolves all project
issues vi@onstant communicationstatus meetings, documentation, and issue
tracking sofware. Forour system implementationsve consistently utilizen
effective webbased issue tracking totd address and resolve issues in a timely
manner.

Action Research

A major characteristic of QPM is its use of Action Research to manage, triage,

andimmediately resolve issues. ActiBesearch provides project teams with a

continuous loop for feedback, issue resolution, and lasting process

improvement. Our use of Action Research illustrates that QPM is not simply

serious about managing issues. The gd&@PM and Action Research is

continuous i mprovement. ESP’'s project managemen
every aspect of our projects along the way so that any required improvements

can be enacted immediately as opposed to during a later project phase.

Action research is not a case studyeVdre not merely documenting the

implementation ofa project Action research is a reflective process of

progressive problemdovi ng by involved individuals. For ex
projects,our lead researcher ltha degree in educational psychology and

anotherwas an experienced Project Managenténstitute certified manager.
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The other team membenwere active developers, designers, and administrators
for the project.

The essence of action research is for gheject participants who are acting as

researchers to feed their insights back into the project being studiesffaect

immediate improvementsNot all recommendations for enhancements or

modifications are practical to be implementedi t he pr ojleaset ' s current
Those are documented for fiure development and adoptiorTherefore, we

were not only researching thenmediateimplementation, but also working to

improve the overalf ut ur e ppocessgseandtproducts.

For a software development project,ataction research process would follow
these stepsESP conducts an ongoing review of issues encountkradg
implementationthat are found to be in need of resolution. These issues result in
ESP insights and consequently solution and/or process imprentm

Threegroupings ofissuesare made.

1 Need for Local Adaptationg Each implementation is unique and the
programming codéor the solutionhas to be adjusted to accommodate
the differences across implementations.

1 Errors and Correctiong There is aneed forathorough QAprocess to
address errors and required correctiotsthe solutiont hat hadn’ t
been previously addressed.

1 Need forProductSolution Improvements

A Someimprovementsmight berequired immediately
’\ ) in order for the project to launch
® ESP Insight A Other discovered issues and requested enhancements

Education agencies have are not required to be addressed immediately and

to adhere to federal and need to beadded to the futuresolutionroadmap

state policy, laws, and

regulations, in contrast The issueare broken down into two categories: process and code.

with the traditional 1 Process improvements are resolutions ackeie via project

business shareholder management, training, and stakeholder/partner communications.

model that the national
large-scale system
integrators practice.

1 Code improvements are resolutions that need to be addressed via
code or data changes

Education Agency Uniqueness

No two education agency partners are alike. Education ageseishemselves

as being different from all other organizations; including other education
agencies. Their system®gulationsand processes differ. Some are adamant
about starting from scratch when implementing new systems. Others prefer to
enhance whats already in place, thus building out by incorporating legacy
systems. The selected work plan and project management methodology must be
cognizant of all of this and still be able to flexibly accommodate an education
agency’'s specific needs.

In contrastwith the traditional business shareholder model that the national
consultantspractice for largescale technology implementations, an education
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agency also has to adhere to federal and state policy, laws, and regulations.

Additionally an education agentys to answer to the public, Legislature, state

board of education, me dhusibecanesdhet he Governor
vendor project mamrsonshigtonanage) trackgandat or ' s
understand the ramifications of this morass.

S (0

Projects difer based on a wide range of potential project contexts, including
state-specific funding schedules, governance practices, laws, culture,
organizations, and management. Often there is a hierarchy of deeisakers
that slows down the decisiemaking proess thus putting the schedule for
implementation in jeopardy. Thdynamics inherent in education agency
technologyprocurement andmplementations require aability to be flexible
and anunderstanding of how to navigate differing requirements, challenges,
styles, and personalities across projects.

In addition to the political and bureaucratic hurdles, there are variations in the
processes used in education agencies related to data collection and reporting.
Some of the areas where ESP has analyzed aadgieeered data collection
and reporting processes include:
1 Student information
Staff data/human resources
Finance
Student @sessment
Curriculum and instructigrand
Instructional technology

= =4 =8 -4 A

Unfunded Mandates and Local Control

When an initiative ismplemented statewide, local users do not always feel the

need nor see a reason to meet the requirements of what is often perceived as

an unfunded mandat e. For example why should ' Di
resources on a statewide projectthatitdoes t f eel owner ship for, doest
recognize the benefits of, and doesn’t feel res
continuous process of district communications and ownership training this

concern will not improve. Most states follow a local control mddeleducation,

so unless there is a funded mandate coming from the legislature, the

consequences for a district not participating and making the project a success

are less clear. Thus tailored, constant, and competent stakeholder and

communications manageemt is required. It is in these instances where a

collaborative process across SEA, LEA, and vendors based on mutual agreement

and respect becomes necessary and most effective.

In order to meet project expectations, an education agency and its vendar mus
offer a variety of methods for remedying unique situations such as those where
unfunded mandates and local control come into play. As previously mentioned
the use of representative advisory groups is extremely effective for gaining
stakeholdersupport,feedbackand developing partnerships. The advisory
groups not only allow for key stakeholder biny but provide for a buitn

pilot/user acceptance/early adopter group, as well as a valuable resource when
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it comes to organizing peer focus groups andeysbwnership training.
Theref or e pafticipatEsiindocus graups, traihings,caconferences

wi t h “ Di st r thegtosps lietomaoradikely @ngcbetter able to

share in their understanding of the project and its benefits, and ultelyashare

in its successes. When a shared process occurs where peers are able to work
together it creates feelings of trust and ownership.

Copyright © 2018 ESP Solutions Group
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9 { tQQality Project ManagemenfQPM)for Education
Agencies

Over timg ESP Solutions Grotmasrefined the prindples and best praate

processes exemplified by oQualityProject ManagemenfQPM)methodology

for Education Agencies.ubprocesses are grounded imaealth of resources

from the National Center for Education Statistics (NCES) and other national

standads groupge.g.,State Automation Site Visits, Decision Support System

Best Practice Projecand PBDMI state documentation visjiandthe

publications from theéNationalForum on Hucation StatisticsESP has used the

standards and benchmarks from CMRBIMMI),CoBIT, the Project Management

Institute (PMI) | SO9000, Six Si gma, PI'l'E (APQC’s Proces
I nnovation in Educati on) ,thelfi@mtewotks best practices
found inour Optimal Reference Guid®&anagement of an Education

Information Systento formulate QPM. ESP's extensive work assisting states in

the development and deployment &dTechnformation systems has shaped

our set of empirical "best practices" for information technologgd@ucation

environments Our methodology fomanaging projects always focuses onan g ESP Insight
education agency’' s nmiogrprojectghere arelthregeoal s. As such,

standarddirectives: o{tQa vta LN
grounded in a wealth of

1 the educati | . f students t d hiah resources and are not just
. Improve the educational experiences or stuaents to produce higner rooted in a business

academic achievement. perspective.
2. Improve the efficiencyandreduce the burden oreducation agencies to

supportthe efforts of schools.
3. Improve the quality and availability of data to support decision making

Data-driven decision makin¢D3M) occurs Wen a decision is based

upon supportive data rather than opinionr personal experience.

Thepartnerships between theducation agencgnd their technology integrator
arecrucial to the success of education technology projects. Partnerships can
take on many different shapes. There are the partnerships that last asabng
the project, and once the project is complete, the contracted project
manager/integratorand agencyend the relationship. Then there atke lasting
partner relationships that continut grow over time. ESP Solut®Group

prides itself on developinthe latter with our education agency partners. We do
not see an education agency as just another client. Education agencies have
come to rely on ESP for best practice in education dadid,ech project
integration, and project managemen®ver time it is his domainspecific
expertisethat has helped ESP become an expert advisor and trusted padner
education agencies

Copyright © 2018 ESP Solutions Group — Ecp
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QPM Overview

The QPM methodology ensurestiatSP’ s pr oj ects are al ways managed
success within the precise context of schools, ditstriand statelevel

constraints.

QPM is a flexible, yet disciplined project management methodology tailored
towards education agenayata collection and reportingystem
implementations. It isiot a rigid, nonspecific, generaligiroject management
methodology as isnost commonly found in other technology integratool

kits.
fﬂ\ ESP Insight
The ESP Project Director 1 ESP and QPM arelsly focused orthe educationagency, theipeople,
role is an oversight data, and technology
resource that has been
added to QPM, but is not 1 ESP uses dynamic teaming to better plan and manage changing project
commonly foundn landscapes and regrements.QPMinherently plans for andnoves
traditional project resources in and out of a projestith fluidity based orthe changing
management needs and demands efch unique project
methodologies. 0 The ESProject Director isan addedproject oversightesource
unique to QPM that isot commony found in other project
management methodologies. Tipeoject directoris the
individual accountable for the overall success and direction of
the project. Theproject directoris responsible for clarifying
the project scope and confirming the overall gtabf
deliverables. Tink of this individuak s t he team’s coach. This
persongives guidance to th©PM Project Mnager and
overall project team, conveys project expectations, approves
P _ drafts, and schedules, and works closely with éaeication
@ ESPInsight agencyproject management tearto ensuresatisfaction ESP
Successful project has added this additional level of resource accountability to all
management must of our projects to ensuréhat each QPM project is executed as
understand the unique planned.

political landscape both
internal and external to

. . 1 ESP recognizes what works specific to the diffelecd! and state
education agencies.

education agencigacross the U.Stheir culture, historiesetc.
0 ESP personnel have advised all 52 statel education
agencies as well as the U.S. Department of Education on the
practice ofP20W school data management.

1 ESP providesverallproject sipport, not justtechnical support.

o0 ESPis arespected and trusted adviscedacation agencie
when it comes to understanding and navigating national
trends,best practiceemerging technology, and policye
understand the unique political landscape batiternal and
external to education agencie@PMprovides a full gamut of
overall projectpartnership andsupport, as opposed to the
commorly encounteredcontractortechnical supportWhen
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QPM Principles

(o]
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we engage with aeducation agencgn a project, we take a
stake n that project and its eventual success.

ESRncorporatesproject managementeaminvolvementmuch earlier
in the proposdbroject engagemenprocesshan is found elsewherto
better understand and prepare for the unique demands of each project
o Upon poject engagementQPM provides adndpicked
project managerchosen as the best neh for theeducation
agency rather thanthe project managethat happens to be
available for assignment
o Due to the uniqueness of and specific details found in each f.\ ESP Insight
educaton technology projectQPMprescribesearly project

management teananalysis of project requirements. Methodology should be
considered a set of values

that can be flexibly

N e A s . R R adapted tg the context, not
9{tQa vdztAade tNB2SOl alyl3aSYSylXsukaR2t 23

leverages the deep knowledge of ESP P2y space and maximizes

it with our adherence tbest practice andtandardized project

management processes.hi s means that ESP’ s QPM met hodo
developed by our Big-Bained and PMkertified staff, is specifically

designed to respond to the particular needsdantricacies an

educationagencyproject. Usinde S FQPM methodology will efficiently

and successfully bring your project to completion.

Ourmethodology idheuristic; notalgorithmic.Methodology should be
considereda set of values that can be flexibly adaptedhe contex of '- ESP Insight
a project;not just robotically followed Methodology should be of

. . . : Industrystandard ject
appropriate rigottailored tothe nature ofeachproject, and should neustrystandard projec

. . . management
conform, where appropriate, texistingeducation agency partner methodologies fall short in
processes. delivering the results
required of education
Our approach to project nmagement depends on dynamic teaming. agencies.

Like any higperformanceteamE SP’ s pr oj ect team resources
specialize irspecificroles to generate a whole that is more than the
sum of the parts.

ESP Solutions Group distinguishes itself thraudijjaingthe QPM
methodologyifecycle to bring success to projects within éuication
domain.

( | ESP
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QPM Best Practic€haracteristics

Education agencylata and technology managengant to work with a project
management integratowho they can trust, whainderstands thenmand their
needs, andvhois on ther side.Inherent in QPM is the knowledgéat projects
and project managemnust be attentiveto the needs of stakeholdedriven
organizations, in contrast to businesses, which are sharehaldeen. This
means that the idustry-standard projet management methodologidall short
in deliverirg the results required ofducation gencies

With our projects we do noaiccept thetraditional project management axiom

“You can only have ancpmponerasofprbjectt he f ol | owi n
success quality, timeliness, or affordabilit
are designednd plannedo deliver all three.

ESP is committed to managing the activities of education agency technology
initiatives using the best practicesmd national standards that have been
validated inour successful statand local educatioagencyimplementations.
Based orour pastsuccesseSP has found that education agencidg uponthe
integration guidance, insight into data management, proce$seachieving
data quality, and adherence to data standatdat QPM providesAdditionally
education agencieseekexperience partners forimplementing largescale,
multi-faceted projects to enhandeir owninternal project man@ement
expertise and rathodologies As mentionedpreviously asignificantreference
for ESP Solutions Groimpthe creation of QPMvas our Optimal Reference
’\ Guide,Management of an Education Information Sigsn - A Best Practices
® ESP Insight Paper.Available atttp://www.espsolutionsgroup.com/library/

Continual and effective . . .
communications withinad ~ The QPMmethodology incorporates and emphasizbe differences of

across stakeholder groups ~ €ducation agencies among all types of organizations, as well as the uniqueness
is a key success factor of  of each agency amongteer educationagenciesThe daracteristics of QPM
QPM. that exemplify our approach:

1. Action ResearcltQPM relies upon continuous communication and
feedback to provide the highest level of process improvement. To that
end ESP project teams evaluate, research, and documenprojects
every step of the way to immediately enact resolution of issues and
provide continuous process improvement.

2. RiskManagement¢ QPMdocumensand nitigates projectrisk by
utilizing Q P Mprevenrisk managemeninethodology that identifies
risk factorsup front and continues to trekthemthroughout the
project lifecycleSe e “ Fr om R-#AsGQuidettoRiskRe war d
Management for Education Agencies.
http://www.espsolutionsgroupcom/library/.

" Avail abl e

3. Running Start; QPM utilizegproven project planning techniquepplicy
documentandtemplates, and management processaat mitigate the
typical slow starup of major projects

Copyright © 2018 ESP Solutions Group — Ecp
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Multi-Level ProjectGovernance; QPM reliesipon oversightind
advicefrom key stakeholder group€ontinual and effective
commurnications within and across thellowinggroups is a key success
factor.

a. User ommunity: School and district staff who must buy into
the systemic changes and provide quality data.

b. Internaleducation agencproject management team
Education agencgtaff who manage the IT, program offices,
and internal operations.

i. Technicateam Education agencyechnical team
supporting the project
ii. Program officers andaff
iii. Longitudinal gant managemat team

c. Polcy Advisors: @nmunity, businesggovernment higher

education, ROW, andeducation agencleaders.

Interoperability Standard Maintenance QPM ensuresinteroperability
of all components of the proposddformation solutionto manage
redundang, conflicts, and burdenn schools and other staff. Tiial
focus on interoperabilitys as follows:

a. Product nteroperability. All products or applications that
become part of the solution will comply with interoperability
standards established to contrér infrastructure, data
standards, directory functions, and user interface.

b. Vendor andeducation agencinteroperability: All providers of
components, either vendaror internaleducation agency
programs, must be coordinated to ensure the interoperapilit
of their processes and communications.

Internal and External Project ManagementQPMcoordinatesthe
project managemenactivities with the education agengyoject
managers and those comtcted through external vendors taneure
coordination and partarship with amutually agreed upon
consolidated project managemeplan.

Policy and Technical Project Managemen@QPM works to kgn both
the education agencyechnicd andpolicy components of project
management to ensure that implementationdssmoah as possible
We always strive todamthe education agency staff withemdor
architects and technical experts to combine expertise.

Project PlanningMonitoring, and Communicationg QPM adheres to
standardproject management tols to documentmonitor, and follow
the project glan.We followa disciplinedprogram ofboth regularly
scheduledcand adhocinternal and externaproject statustechnical
statusmeetings Project planning, monitoring, and communications
processesrestrictly followedas partof thep r o j rmamagéneent
infrastructure.Change management best practice is also closely
followed.
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L @& ESP Insight

QPM follows a
collaborative process to
ensure the quality,
functionality, and
education agency
acceptance of each
deliverable in the project
management plan.

10.

11.

If QPM were to be evaluateding the 80/20 rule, it woultde
discovered that for a project management methodology to be
successful it should be basedtbe order 0f80% communications.

Solution Sustainabilityy QPM ensurethat the chosersolution is going
to be effective in the longerm by aligning the issues and needs of the
stakeholders with the features and functions of the applications,
products,and processes implemented.

Dynamic Teaming QPMrespordsto changimg project contextand
needs via oustrategy of moving key staff into magement
responsibilities to meethe demands of the projecthis allows fothe
implementationto progressawhile maintainingconsistentoversightand
continuity. Dynamic TeamingllowsE S Pbfeadth of expertise to span
both the political and technical landscapethe education agency

The three principl roles in everyQPMproject are:

1 Project ExecutiveExecuive of the company. Accountable for
organizationwide success.

91 Project DirectorOwner of theproject management plan,
oversight,and the critical path. Accountable for project
direction, planning, andverall success.

1 Project ManagerResponsible foraly management oproject
deliverablesAccountable for managing the project to its plan,
communicatingall project developments, and reporting project
progress.

Dependent on the type of project, our teammay alsaenclude:

1 Technical ArchitectResponsitd for technologydesign

1 EducationData SpecialisEnsures dta ntegrity

1 Application Engineerfesponsible fosystems elivery

1 Quality Asurance ExperEnsures products have gone through
quality asssurancdests
Deployment SpecialistManagessystems eéployment
Project CoordinatarProvidesproject support as needed
(operation, documentation, and training)

= =

By using thiprocess of flowing resources in and out of a project with
flexibility and fluidity and ty following a wetdefined project plan we
areable tomethodically pull in our team of subject matter esqs
based on the specific needs of the project.

Education AgencyAcceptance; QPMensuresthe quality and
functionality of each deliverable in the project management plan by
following a collabmtive, prescribed process for quality assurance and
education agencyeliverableacceptanceAll QPM projects allow for

Copyright © 2018 ESP Solutions Group
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rigorous user acceptance testing befaach project componentan be
approved

The following figures providexamples as to what resarces are pulled in and
when,what their responsibilities are, artitbw intense their involvement is in
each phase throughout the project lifecyclehe figures illustrate QPM resource
involvement and thestrategy of moving in key staff and management
respmesibilities to match the demands of the project as implementation
progresses.

Figure lillustrateslevels of effort over time. Aefigure also speaks to thmles
of the ESProject executive, project dior, and projecimanager, over the
course of theproject lifecycle (from left to right)andthe activities in which they
are involved.

ESP’s QPM Methodology
ESP Project _ﬂ Contract > E;Z‘\:/lijetxe
Execu'ive S "
g Statement of Monthly Public Case
ESF_’ Project g Work 7| Status Report ¥ Study
Director e — —
5 Project Weekly
ESP Project _ﬁ Kick Off Project Call
Manager N — N —
Project Project
Snapshot Plan
T — T
Project Weekly Project
Website Report Library
S " S ———
Standard Project _
Phases g
F Execution
w
Planning
Initiation Closing
Engagement
Control
Time

Figurel: ESR @PM Methodologyg Roles and Project Lifecycle
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Figure Zllustrates theresources andoles that are instrumentalb each ofthe
QPMproject management pocessesmapped to the levels of involvement during
the various phases of th@PMproject lifecycle.

Involvement

Medium
Involvement

Low
Involvement

Engagement Initiation Planning Execution Control Closing

—+—Project Executive —#—Project Director Project Manager
~»Technical Architect == Product Manager —e— Project Coordinator

Figure2: QPM Role to Stage Mappirfgr Project Management Rocesses
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Figure 3llustrates the roés that are instrumental to successfubject execution mapped to

levels of involvement during the phases of the QPM project lifecycle.

,,,,, Mo ———— =/
Involvement
Medium
Involvement
Low
Involvement
Engagement Initiation Planning Execution Control Closing
—+— Solution Team Lead - - Application Engineers
Quality Assurance Expert ~—<— Education Data Specialist
—=— Deployment Specialist —e— Training and Operation Support

Figure 3 QPM Role to Stage Mappirfgr SuccessfuProject Execution
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Figure 4illustratesthe best practice characteristics of QPM that are detailed on

pagesll and 12

10. Education Agency

Acceptance

9. Dynamic Teaming

8. Solution
Sustainability

7. Project Planning
and Monitoring

1. Risk Avoidance

CHARACTERISTICS OF
QUALITY PROJECT
MANAGEMENT

6. Policy and Technical
Project Management

2. Running Start

3. Multi-Level
Governance

4. Interoperability
Standard Maintenance

5. Internal and External
Project Management

Figure 4 Characteristics of Quality Projedlanagement
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QPM Tools

Themanagementools that each project team uses are varied and may differ
with each unique project. Hoswer, in order to be consistent across projects
and to increase team efficiengthe following arerecommendedQPM tools

1.

Statement of Work- Thestatement ofwork (SQV), also knowrby

someas aproject charter,is thenarrative description of project
objectives, success criteria, deliverables, schedule, team organization,
payment milestonesand riskmitigation factors Thestatement of work
isbased on the contract antypically attached to the general contract
languaye to form the foundation oboth the project management plan
andagreed upomprojectwork. The Project Planning phase of QPM is
unable to commence until this document has been approved and
signed off on by the education agencsgmanagement team.

Project Plan- TheQPMproject plan or workbreakdown structure is f.\ ESP Insight
typicallybuilt usingMicrosoft Projecfor schedule, dependency, and

resource trackingurposesAs a supplement to theork breakdown Each unique education
structurefor presentation purposes the project planay also be ageny project requires its

own set of customized

createdusingMicrosoft Exceldr generating® s n a Gantt
usingMi X 9 Ing b typle QPM tools.

charts. The project plardetails the schedulingf activities andasks,
the assignment of resources, atigeir related dependencies. All QPM
project plans have five tofevel strands corresponding to the
components of he QPM project cycle

Initiation

Planning andDesign

Control

Execution

Closing

=A =4 =4 -4 A

The project plan is reviewed and updated on arhad andor weekly
basis by the core project team and is presented to the executive team
as part of a monthlyprojectreview. Al updates to the project plan are
regularly disseminated to the project team via both enaaitl posting

on the project welite. The Project Execution phase of QPMniable

to commence until the project plawork breakdown structure has

been approved andignedoff on by the education agency
management team.

Weekly Meeting and Project StatuReport— A key component tohe
management of communications with@PMprojectsare both the
regularly schedulednd adhocteam status meetingsand the status
reports that come out of these meetingBecause w operate with a
philosophy of constant communicatiorery little time goes by
between client touches

ESP's project teams hold both internal and
meetings in order to stay on top ofla@f our engagements at all times.

Copyright © 2018 ESP Solutions Group
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In generalmeeting notesare efficientlygenerated todoubleas the
pr oj ect stadus nepore Ki$ nyeans that th project status
notes/weekly reportdetails all ecent achievements, curremtroject
issuesand risksrecent decisions that affect the projeagtion items
andupcoming milestonesThe rotes are published in PDF format,
distributed to the project team, and posted to the project website
within 24 hours of each meeting.

Deliverable Approval Our deliveable approval process consists of
intensive quality assurance and user testing, and requires written
approval by the client before any deliverable can be considered
complete.

ExecutiveReview andChangeManagementProcess-On an agreed
upon schedule oas neededthe core project teanpresens a status
updateto the education agency managemesmd project executive
team. The purpose of the exedue review is to provide a higevel
updateandto formalizeanyagreedupon changes to the project plan.
Anychanges to project scope and schedule alsomanaged through
the executive review meeting process.

Agreed upon changes projectscope or schedule that are significant,
or in any way affect project cost, require a contract change and thus

the executon of an agency approved and sign@e@M Change Order
Form.

Action Research Action research is not a case stutiyhen
conducting Action Researchevare not merely documeing the
implementation of a complex projeeéind its lessons learnedction
reseach is a ongoing,reflective process of progressive problem
solving byall involvedproject stakeholders The essence of action
research is for the researchersitterview project leadershigfeed
their insights back into the project being studjeshdto find andeffect
immediate improvements. Not all recommendations fothancements
or modifications will bgractical to be implemented right awayYet all
insights and recommended improvemeraee documented for future
considerationdevelopment and adopton. ThereforeESP not only
researchea p r oippéemédntat®n for continual improvement, but
also workgowards improving our overafirocesses and producto
that future projects benefit

Action Research Triage Procdssoughout the project lifeycle,ESP
conducts interviews with the project team, documents findings, and
reviewsthe issues in our data systeimplementations that are found
to be in need of resolution. These issues result in ESP insights and
consequentlyrecommendedsolution and/orprocess improvements.

Three Groupings of Issues have been encountered by ESP upon
implementingand integrating data systems

Copyright © 2018 ESP Solutions Group
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1 Need for Local AdaptationrsEach implementation is unique and
the programming code has to be adjusted to accommodate the
differences across implementations.

91 Errors and CorrectionsAthorough QA Proceds requiredto
address errors and required corrections t
previously addressed.

1 Need for Solution Improvements

o Throughout the project lifecycle ESP seeks solutions
insights and improvements

0o Many improvements i required immediately in order
for the project to launch

o Other discovered issues and requested enhancements are
not required to be addressed immediately acan be
added to the future roadmap

The insights anissues thatare discoveredare further broken down

into two categories: process and code.

1 Process improvements are resolutions achieved via project
management, training, and stakeholder/partner communications.

1 Code improvements are resolutions that needbe addressed via
code or data changes.

7. ESP Project Websitend Web-BasedIssue Tracking Information,
documentation,and resources pertaining to the projeate all
managed ad communicated through thproject website. All
education agency facing gext documents are posted and kept-tigp-
date on this site, as well as a@ial information regarding meetings,
contacts, and general project status. This siteksy to the
communication required for the management of our projects.
Education agencypproved project documents are distributed and
stored in PDF format.

Web-based issue trackingpftware isalsousedacross thesarious
projectcomponentgo track and resolve issues ataassist in
documentingprojectrequirements.
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QPM Lifecycle

The QPM ldcycle encompasses and definthe stages through whichra
education agencproject must pass in order to be successfully completgdM
is based on traditional project management methodologies sudPMk yet
includesthe keylifecycleaddition of theProject Engagement phase.

B ) e i -

QPM Differentiator
In order to better understand and prepare for the unique demands of each
education agency project that we manage, E8Pduces project management
team involvement much earlier in the project lifeay¢han is commonly found
’.\ ) in other project management methodologies.
ESP Insight

ESP introduces project TheHigh Level QPM Phase Sequediagramin Figure5 details the QPM
management team phasesandthe requiredinputs and outputs of each phadse. order for the
involvement much earlier in- ifecycle to progress as prescribed bRIQ the output from each previous phase
the project lifecycle thanis  myst be approved, signed off on, and accepted by the education agertyer
found in traditional project n order to move forward with the next project phaseigure Salsodetailsthe
management standardset ofartifactsthat are utilized in a sampl€&PM project
methodologies.
1. The signed contrads the output ofthe Project Engagementphase and
it becomes the agreed upon poiirtput for commencing the project
initiation phase.

2. The agency approved and signed statement ofknand preliminary
project scope that ithe output ofthe Project Initiation phasebecomes
the agreed uporartifact for commencing th@roject Planning phase.

L @& ESP Insight

3. The agency approved and sigreffl on project management plan that

The trackingand is the output ofthe Project Planningphasebecomes the agreed upon
documenation of project artifact for commencing théroject Execution phase.

status, project deliverables,

corrected actions, and 4. Theagreed uporandor signedoff on project deliverables that are the

change requests are
integral to the project
control phase.

output of the Project Executionphasebecome the inpufor
commencingand maintaininghe Roject Control phase.The tracking
and dacumentation of project status, project deliverables, corrected
actions, and change requests an¢egral tothe Project Control phase
Like project execution, the project control process commences upon
the signing of the project management pland continwes through the
successful completion and acceptance of fimal project deliverables.
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5. The outputs othe Project Control phaseare project management plan
updates and the aforementioned project control documentation
including wekly status reports andxecutive reviews

6. Finallyitis the project management plan updates, the project control
documentation, and the agency accepted project delivézalthat are
the inputs to the Poject dosing plase. The outputs of thelosing
phase are therojectaccepaince documenthat signifiesagency
approval of the project and its deliverablemd the project
management plan bindethat containsall relevant project control
documentsthat makeup the successful completion of the project
engagement

QPM Phases
Folbwing are the core phases of the QPM methodology lifecycle that are
managed consistently throughout every ESP project.

Closing.
Initiation Planning

1. Project Engagement
The Project Engagement phase encompasses either the RFP response process or
the response to an initial engagamt request from an education agency
partner through the execution of a signed contract.
a. Work with all projected ESP project team members (including project
director, project manager, systems architect, and systems engineers) ’\
and potential subcontract patners to respond to an RFP or education " ® ESP Insight
agency request. This process includes the creation of the preliminary oy is hased on traditiona

Statement of Work which will be included in the RFP response. project management
b. Included in thestatement of workare the following: methodologies such as PM
o Project justification with the key addition of the
o Projectgoals and objectives project eyagement phase.
o Project deliverables with success criteria
o Project work plan/summary including deliverable timeframes

and payment milestones
Constraints/assumptions, risks, and mitigation strategies
o Project organization chart (with contact informatipn

o

QPM Differentiator

The project engagement phase is significant for QPM. ESP chose to add
this phase to our project management methodology because of the
running start that an early analysis of the project requirements affords
the project team.

The franework of the QPM Statement of Work is consistent with that
of PMI. Each section is written with our past experience of the required
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timing and staggering of activities, grasp of requirements, and the

precise timeframes that it takes to successfully complé¢liverables in

the education agency environment. The QPM Statement of Work

exemplifies ESP's deep understanding of the
procurement and contract processes that dictate how education

agency projects are managed, and the unique risks angtcaints

inherent in an education agency technology integration.

Also unique to QPM is the method in which we work within the
education agency procurement framework and thus help make the
procurement process flow as smoothly as possible. ESP propakal an
contractual documents are written precisely to respond to the specific
needs of an education agency.

2. Project Initiation
The Project Initiation phase occurs upon the signing of the project contract and
continues through the execution of the signed staent of work.
a. The project initiation kicloff meeting occurs.
0 The people involved in the project kickf are:

1. ESP project manager

2. Education agency project manager

3. All team members stated in the statement of work

| B . 4. All education agency project team members
® ESP Insight . .
o0 Present and review statement of work to gain agreement and
ESP has successfully signoff on project scope.
delivered numerous o Review and obt ai QPMRyageste ment on ESP’' s

projects within the
education domain and
therefore brings both
domain and practical

Methodology.
o Determine team members
project website.

roles and specify

experience to bear when b. Signoff on the statement of wrk concludes the Project Initiation
estimating the required phase.

timeframes and

understanding the reality QPM Differentiator

_Of SucceSSfLDFOJet?t _ The initiation phase is extremely important in any project management
implementation within an methodology for gaining an essential, initial agreement on project

education environment. scope and the management methodology processes thabeilised

throughout the life of the project. During project initiation ESP brings
experience as to what components and agreements education agency
technology projects require at this point, which stakeholders should be
involved, as well as the ability &teer the conversation regarding scope
and requirements in order to achieve the greatest amount of early
success.

3. Project Planning

The initial Project Planning phase occurs after education agencpfign the
statement of work, and ends approximatel@ 8ays after the sigoff occurred
(in conjunction with the mutual agreement and sigff on the project
management plan that will be used to execute the projeldte: In order to
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plan accordingly for all project components, QPM assumes that the act of
project planning will continue throughout the life of the project.
a. Create theProject Management Plan.

0 Work Breakdown Structure Includes tasks, resources,
dependencies, and durations necessary to complete the
deliverables on time as agreed to in the staent of work.

0o Communication Plas Includes the project information
distribution process, meeting schedule, training, rollout, and
support plans, as well as the stakeholder analysis
methodology.

0 Scope Management Plarincludes the Change Control
process ad Change Management templates.

o Risk Management Plan

0 Quality Management Plan

o Staffing Plar-Includes education agency partner resource
requirements.

0 Project Control Documentation

o0 Procurement Plar- Details what resources including
infrastructure, if anythat will need to be procured for project

implementation. P
0 Handoff Plan—Includes user acceptance and knowledge ® ESP Insight
transfer processes. QPM requires user acceptancedfign

. . : . 4 9{tQa RSSLI ¢
throughout the life of the project. No milestone is considered

and experience in large

complete until it isaccepted by the education agency. scale education agency
b. Setup the ESP project website. system implementations
c. Conduct the Project Execution kiok meeting decreases the overall risk
o All project team members are included. in the project execution

o Signoff is secured on the Project Management Plan from both Phase.
education agency and partnetakeholders.
0 QPM and the ESP project website are reviewed.

QPM Differentiator

The project planning phase is the backbone of any successful project.
The project management plan that is developed during this phase can
only be as good as the experience and knowledg&efiroject team.

ESP has successfully delivered numerous projects within the education
domain and therefore brings both domain and practical experience to
bear when estimating the required timeframes and understanding the
reality of successful project exatbon within the education

environment.

ESP has developed and refined the QPM templates so that they can be
used for all project planning engagements, thereby reducing the time
that it takes to develop projeespecific documentation, and thus

support eachproject with a proven methodology.
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4. Project Execution
The Project Execution phase commences after the project executiomffick
meeting, and upon sigoff on the project management plan. This phase
continues through the user acceptance of all projedivdables. Note that
QPM assumes the act of project execution will continue from this point through
the successful completion and acceptance of the project deliverables.
a. The project is executed based on the project plan. QPM manages the
project to the prgect plan and adjusts the plan accordingly as needed.
b. The gathering and documenting of requirements that began upon
engagement is finalized.
c. lIterative review of project management plan and risk analysis occurs
throughout the project lifecycle.

la ESP Insight d. The projecttontrol steps, detailed below occur throughout the project
N lifecycle.

Maintaining a processfo

managed . .

communications and well QPM Differentiator . . .

thought out training leads Based on the knowledge gained and documented in the previous

to greater project buyn, phases of QPM above, the project execution phase also relies on the

a deeper understanding ability and experience of the projeteam and their adherence to the

of the project by all met hodol ogy. ESP’'s deep undsealest anding and ex|

project members, and a education agency system implementations decreases the overall risk in

decrease in surprises this phase.

during roltout.

5. Project Control

The project control phase occurs in conjunction witnsff on the project
management plan and the commencement of the Project Execution phase. Note
that QPM assumes the act of project control is an ongoing process that will
continue from this point through the end of the project.

a. ESP project managers andatitors meet weekly on internal calls to
review and discuss relevant project accomplishment, issue, and risk
detail for all projects.

b. During each project’s weekly project status I
issues, risk, accomplishments, and upcoming evarggliscussed.

o If a payment milestone has been reached, a verbal and/or
written agreement is obtained and the project manager
initiates invoicing.

0 Issues are tracked, reviewed, and resolved via the use of issue
tracking software.

c. Prior to each weekly pregt status meeting an agenda is provided to
the project team. After each weekly project status meeting, treelty
status reportis emailed to the project team, as well as posted on the
project website. The weekly status report documents the project
details discussed during the status meeting.

d. As agreed upothe ESP project director conducts axeeutive review
meeting. This meeting includes the participation of the project
executives, and the most senior education agency partner
representatives/sponsors tprovide updates on the status of the
project, to capture education agency satisfaction, formalize any
changes made to the project management plan, discuss surface issues,
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and to determine if the contracted scope of work needs to be
amended.

o Slides are desloped with key statistics and milestones
documented. After the executive review, the project
executive, the project director, and the education agency
partner agree on a current grade/overall satisfaction for the
project.

QPM Differentiator
The QPM Methdology provides a unique system for controlling

projects specific to an educati

Based on standardized project management methodologies, QPM
project control is transfor med
experience, an uretstanding of education agency stakeholders and
political landscapes, and how regular communications need to be
effectively managed throughout the project lifecycle.

on

and

Focused training tailored to the various education agency stakeholders

occurs during tls phase of the project. Maintaining a process of
managed communications and well thought out training leads to
greater project buyin, a deeper understanding of the project by all
project members, and a decrease in surprises duringonall

6. Project Clomg
The Project Closing phase occurs towards the end of the project upon
acceptance of project deliverables and continues through the acceptance of all
final project documents.

a. The sigroff of the project user acceptancéocument occurs upon

successful copietion of the final milestone. This signff initiates final
invoicing.Note: QPM requires user acceptance sigfifithroughout the
life of the project. No milestone is considered complete until it is
accepted and signedff on by the education agency pasdr. This
process requires education agency partner approval of all
documentation and user acceptance testing of all technology
implementations.
A project closeout meeting occurs.

o All project team members are involved.

0 Lessons learned are reviewed.

0 Projet achievements are summarized.
After the project closeout meeting, if desired, ayblic case studgan

f ® ESP Insight

agency’'s

t hus

aug

Project user acceptance is
crucial in making surthat

no stone was left unturned
during the project lifecycle.

bepubl i shed at the education agency’ s di

audiences.
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QPM Differentiator

The closing phase and project user acceptanceuisial in making sure
that no stone was left unturned during the project lifecycle. Lessons
learned are documented so that the project organization can benefit
from the successes and lessons discovered during the project. The
delivery of the project bindeand the knowledge transfer to the
education agency partner leaves a solid foundation for the support of
the project after its closing.
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High Level QPM Phase Sequence Diagram

Ideas o Deliverables e Project
* RFP ¢ Implemented Management Plan
Education « Statement of Brofec Corrected Updates
Inputs Agengy . Work rojec Actions « Project Control
Requests ottt « Preliminary rlanagement o Change Documentation
Funding/Grants Project Scope an Requests ¢ Deliverables
Phases Closing.
Engagement Planning
. « Statement of i ; e Acceptance
Project gxeiute:l Work ;?.::;:mem : :3:::;; ‘:‘:?";sd « Project Document
ontrac A i
Management . Pre!ummary Plan (including Corrected Management ¢ Public Case
Project Scope specifications Actions Plan Updates Study
Outputs document) & ‘Clanis « Project Control « Project
g Documentation Management
Requests <
Plan Binder

Red text = Education Agency sign-off
Figureb: High Level QPM Phase Sequence Diagram
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Internal ESP Project Cadination

Internal meetings occur throughout the project lifecycle to ensure that the ESP
project management is aligned and that the QPM methodology is always current
and closely followed.

a. Weekly QPM Project Team Meeting
0 This meeting occurs every week toseire that the QPM team
is aligned on crosproject processes and priorities.
b. Weekly Project Meeting with the ESP Engineering Team
0 These meetings occur every week, and in many cases multiple
times each week, to ensure that both the QPM and
engineering tears are aligned on schedule, requirements
analysis and tracking processes, and progcific priorities.
This includes agreement on the development, quality
assurance and control, and documentation processes.
c. BiMonthly Project Management Team Meeting
0 This meeting occurs every other week and facilitates the
project managers working together to resolve any project
specific issues, discuss changes or updates needed to the QPM
methodology, and allows the project managers to work closely
as a team.
d. ESP QPM Cutnl and Evolution
0 The methodology will undergo review and evolution based on
lessons learned and project management team input over
time.
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Conclusion

At this point by following the QPM processes have successfully closed out
your project. Therelatiomhi p devel oped with your c¢client coul
payoff is additional work andneongoingsupport and maintenance contract.

Based on E&terisigeexyeaeaae anadvork assistinggducation
agenciesn the development and deployment &dTehinformation systems
we came to realiz¢hat education agencies requigecustomized project
management methodology fotheir technology implementations.

Simply puttraditional project management practitioners arglisiness practices

are not nearlyflexibleenoughto meet the varying needsf an education

agencylt is a challengéo manage and implement an education agency

technology projecsuccessfullyTherefore i is necessary that an education

agency select their project managemepdrtnerscareilly. When choosing a

partner, theeducation agencynust lookfora ec hnol ogy i ntegrator’ s
understanding ofhe unique needs of an education agenapdthe ability to
implementmalleablemanagemenprocesses geared towargsoject

governance, communicatns and takeholdermanagementrisk management,

quality managementand user acceptance.

ESP Solutions Group personnel have advised all 52Istabeducation
agencies as well as the U.S. Department of Education on the pract@Of
school data mangement. We havehaped our set of empirical "best practices"
for information technology solely towards the education agency environment.
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Acceptance of Contractor
Recommendations & Advice
Owinership of Final Decisions by Agency
Business not Personal Problem Resolution

[Success is the Responsibility of the Education Agency J

7. Trust & Openness

_ Mutual Respect
Trust in Relationship

Agency Policy Makers

Agency Administration
Governor's Office

Requlations
Procedures/iethodalagy

Agency Processes

State Education Board

Continuity in Position
Knowledge of Project
Project Manager Knowledge of Agency
Knowledge of Districts

Experience & Expertise

Leqislature

1. Project Management Office
Infarmation Technology

State Gowernment

Procurement
State Departments

Finance
Attorney General

QPM Guidelines for Identification of Risk Factors
Effective Education 2. Ownership of Success & Risk Factors H Non-Deferral to Contractor

Agency Project
Local Education Agencies

Management Statement of Work
Information Technology
School Staff

3. Scope Control

Boards of Education { 6. Consensus Stakeholder Buy-In
Administration

Change Management
Employee Organizations

- " Professional Crganizations
Standards Organizations

|dentification of the Key Decision Maker
Key Decision Maker [ Access to Key Decision Maker by Contractor

l Access to Key Decision MWaker by Agency Project Manager

Product Yendors

Yendors
Support Vendors

4. Decision Making

Collaboration Plan
Control over Collaborative Processes Review
Doet IantETon |_Management of Turnaround Recommeandatins
Maotifications Communications Plan
Public Relations

Policy Steering Group 5. Cross-Level Involvemnent

User Group Governance Structure
Agency Coordination Group J

Figure6: QPM Guidelines for Effectivedbcation AgencyProject Management
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Glossary of Key Terms

Action ltems—Ne w
meetings

t tikasake&léntified and assigned duringoject

Action Research An ongoing, reflexive process of progressive problem solving
by all involved project stakeholders

Advisory Group-Akey stakeholder grup that provides the project with
essential policy ad process guidance. Oftehis group provides assistance in
the pilot phase of a project as thearly adoptes ofa project deliverables

Agenda- ltems to be discussed in a meeting
Announcement- Thenotification of a meeting

Architecture— A high-level technical framework in responsedocumented
requirements

Change OrdéRequest—The QPM change management document that details
any changes to #scope and cost of the project

Change Management The QPM process for managing project change and
controlling the transition to a desiredifure state

Communication Plar- Adocument that describes: the communication needs
and expectations of the project; how and in what format information will be
communicded to whom; when and where each communication will be made;
and who is responsible for providing each communication.

Coordinates- Calltime, call in number and access codiegistics, etc

Deliverables- Any verifiable result thais produced to completéhe project as
detailedin the Statement of Work

EdTech- Shorthand for Education Tdhnology

Escalation The process by which groject manageknows with whom he/she
needs to escalate an issue, and under what conditions, should they encounter
an exceptio or issue that is not ceved by QPM method and practice

Executive Review Meetings designed to update executive stakeholders and
formalize changes to the project plamd project scope if necessary

Full Production-The production environmenopen to afull user community

Handoff Plan— The knowledge transfedocument that details taskseeded for
post-project support

In Production— Software in its target environment

Integration Testing- Alevel of softwargestingwhere individual units are
combinedand tested as a grqu The purpose of integratiotestingis to expose
faults in the interaction betweeintegratedunits.

Issue— An event of certainty which ragjres assignment and resolution

Copyright © 2018 ESP Solutions Group

33

a

ESP
Solutions
Group



Issue Tracking Software A webbased tool utilized for issugacking and issue
resolution, as well as for requirements gathering, requirementsyis)|
tracking, and development

Kick Off(s} Meeting(s) designed to bring the project team into alignment and
to initiate the project lifecycle

Lessons Learned A debriefing/feedback mechanism and procdhst allows
project manages to collect information relative to "lessons learned" and "best
practices.” This process improves the methodology and practice over time.

Pilot — The poductionenvironment open to an iniéil constrained user
community

Project Control Documentatior The documents that enable the project team
to control and understand the projecihese documens includeall schedule,
scope, quality, communications, and risk related detail specific to e&@d Q
project.

Project Management Plar A set of documents used to communicate the
scope, action lan, and control of the project

Project Methodology— A consistent and heuristic documented strategy for
planning and managing projects succefigfu

Protocols—Things that humans do thatan be documented and repeated
Prototype— Thepre-productiondelivery for design and testing

QPMCase Study Theagreed upon description of pret history and lessons
learned

Quality Management- Themethod for ensuring thaall the activities necessary

to design, develop and implement a product or service are effective and efficient

with respect to the system and its performance. Quality management can be
considered to have three main componendgiality contro| quality assurance
andquality improvement

Requirements- The documented needs, wantand expectations of the
education agency partner

Risk—An uncertain event or condition which may ocaluring the course of a
project

Risk Analysis Matrix The document that desribes prioritized project risks and
delineates mitigatiorstrategy andbr solutions todocumentedrisks. This
document is reviewed regularly and risks/issuestarbe escalated and resolved
as needed.

Scope CreepThe incremental expansion of the scopg&a project by
introducing additional requirements that were not included in the initial
planning of theproject

Scope Management Themethod for managing the efficient completion of the
totality of work needed to complete a proje¢hereby curtailingscope creep
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Specifications- Qufficient documentation to direct develagss based on the
project requirements

Staged Launch Aphased rolbut of a systenwhere end users are gradually
added over time

Stakeholder— The individuals that are likely to be affected by the aititdg and
outcomes of a project

Stakeholder Analysis a communications ranagement process that is used to
maximizestakeholdersupport, minimizeresistance, monitocommunications,
and gain consensus

Statement of Work— A narrative description ofletailedproducts, services, or
results to be supplietdy a projet with definedtimeline, payment milestones,
andbudget expectations

Survey— Atool used to gather require@rojectdataand requirements
Tasks- Core WBS items rapted on during the weekly call

Task Levels:

Program¢ A group of projects with commogoals

Project— A set of activitiesthat produce specific result(s)

Strands—a logical breakout of the project into like areas.
Activities— A breakout withinstrands measured in
month units

Task—The basic building block of ESP project

planning, measured in week it and

tracked on weekly calls
SubTask/Step- The most detailed
WBS uits, measured in days or
hours

Training— Faceto-face or web deliveregnd-userinstruction

User Acceptance @cument—The document that is signed by the customer
indicating acceptance of thsuccessful complietn of the project deliverables

Weekly Project Status Meetings The core organizing and communications tool
in a project where tasks are updatedssues are addressednd action items are
assigned

Weekly Status Report Documentationof the project details discussed during
the project status meeting. The details include recent accomplishments, issues,
risks, decisions, and upcoming events/action items.

WBS Dictionary- The description of all tasks to be completeda project

Work Breakdown Structure (WBS} The hierarchical documentation of a
project plan which includes the Activities, Tasks, Resources, and Durations
necessary to complete the deliverables asemgl upon the Statement of Work
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About ESP Solutions Group

ESP Soligns Group provides its clients with

9 Ed NI 2 NRA yirtoNRBOWLegugtdnF &taisystems
and analyics. Our team is comprised of industry experts

: ‘mnt T -

who pioneered tdeivemcéedptisi ohdan&ai ng”
and now help optimize the managementofour@ nt s’ st at e
and | ocal education agenci es’ i n fTisdotanentds partsffeE$Pdnsight Journal

ESP personnel have advised school districts, all state
education agencies, and the U.S. Department of Education
on the practice of P20W data management. We are
regarded as leading expertsumderstanding the data and
technology implications dESSASIFEdFi,ECFacts CEDS,
state reporting, metadata standards, data governance, data
visualizations, and emerging issues

Dozens of education agencies have hired

ESP to design and build theanpitudinal data systems, state
and federal reporting systems, metadata dictionaries,
evaluation/assessment programs, and data
management/analysis and visualization systems.

To learn how ESP can give your agdexyaordinary Insight

into your P20W educatn data, contact us at (512) 88300
or info@espsg.com

Series, designed to help decision makers analyze,
manage, and share data in the 21st Century.
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