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Introduction

In November 2003, Dr. Greg Parham stated that he would be open to a decentralized approach to managing the WorkLenz implementation at USDA.  During the development of USDA WorkLenz implementation the general view was that the users would typically “live in WorkLenz” (i.e., use it as their day-to-day project management tool).  However, given that a few agencies already have project management processes and tools in place, OCIO could:

· Make the use of WorkLenz mandatory and other systems optional;

· Exempt current project management software users from having to use WorkLenz; or

· Allow for a tiered/feeder system approach to WorkLenz.

Given the complexity, cost, and maintenance hassles associated with running a well-developed project management software service, OCIO expects that most user organizations will see the advantages of using WorkLenz to address their needs.  Nonetheless, there will probably be situations where organizations within USDA are willing to provide this service internally and would prefer to feed the necessary data into WorkLenz.  This paper is designed to address the management and operational issues that OCIO is expecting to confront when engaging in this type of tiered/feeder system.


Goal/Desired Outcome

The desired outcome is to create a tool set that supports both good project management and effective management oversight.   As part of addressing this goal, the evidence to date indicates that WorkLenz is sufficiently flexible to support this goal.   

Constraints

As we try to reach the desired outcome, there are several constraints that bound the potential solution set.  These constraints include:

· Limits on available resources (e.g., current budgetary pressures limit IT funding growth);

· Project management initiatives already in place (e.g., at least one USDA agency has an agency-level project management office in place);

· Laws, regulations, customs, and habits that are present or tend to be propagated over time;

· The software and systems that are already in place (e.g., some USDA organizations already have MS Project or Project Server implementations in place);

· The limitations of the key participants (e.g., not all USDA project managers have received project management training, organizations have embraced different scales of project management into standard operating procedures); and

· Training that has been conducted to date that may lock people into using certain tools (e.g., some USDA organizations already conduct training in MS Project).

Given these constraints, we do not have a “blank slate” within which we can create an operational plan for managing WorkLenz.   This document discusses OCIO’s plan to work within the constraints and support multiple operational models.  

Supported Operational Models

Based on the previously mentioned constraints and as currently envisioned, OCIO will support three operational models as WorkLenz is implemented:

· Model 1: “Living in WorkLenz” – Users will access WorkLenz directly via the Web on a day-to-day-basis via user accounts.  The advantages of this model are:

· The current training is designed to support this model,

· Métier’s PMO has experience supporting this model,

· OCIO expects it to be more easily securable.  Toward this end, OCIO will be conducting a security certification and accreditation (C&A) review of the WorkLenz implementation in this model.

· Contracting and licensing vehicles are in place to support this model.

The biggest disadvantages of this model are:

· It is designed to support departmental project management needs more than agency-level needs, and

· It may be seen as penalizing those groups that have implemented project management software at the local level.

· Model 2: Using MS Project on the desktop with updates into WorkLenz. – Métier is currently working on a MS-Project-to-WorkLenz connection that will provide for filtered imports (e.g., changes to specific tasks) and regular importing/exporting capabilities.  It is important to note that this option will require the use of project templates when using MS Project to exchange data with WorkLenz.

· Model 3: Using a server-to-server link between WorkLenz and MS Project Server. – This link will probably be based on XML.  OCIO has kicked off a prototype with the Risk Management Agency (RMA) to test out this approach.  This option will also require the use of project templates when using MS Project to exchange data with WorkLenz.

These three models are discussed in greater detail below.

Model 1: “Living in WorkLenz”
Now in production (at http://worklenz.usda.gov), this tool can be used pending a formal commitment from agency leadership.  WorkLenz provides a full-scale portfolio project management support environment which includes ANSI-compliant earned value management system (EVMS) support, is Section 508 compliant, and supports the allocation of Federal staffing resources to project tasks.

As of the writing of this document, about 130 people have been formally trained in WorkLenz and about 170 have used the training server  (at http://worklenz-training.usda.gov).  Unless they've had the training, we strongly encourage people to  access WorkLenz on the training server before accessing the production server.  Support is available at pmousda@metier.com or at 202-965-9500 (toll free: 877-965-9501).

Model 2: Using MS Project on the desktop with updates into WorkLenz.
WorkLenz itself currently can import MS Project files.  However, the process is complicated because 1) the person doing the importing must have portfolio-level access, 2) the data structure of the imported file must match the data structure of the template files, and 3) each project update creates a completely new project. In practice, the PMO staff must import these files manually. 

Métier development staff is currently working on a facility for project staff to work in MS Project and then periodically update WorkLenz.  Details of this ongoing work have not been finalized, but Métier’s tentative release date for this functionality is February 2004.  Since each plan must be template-compliant, this also means that under Models 2 or 3 these MS Project templates will be published or pushed out via some mechanism to the decentrally-located components. 

Model 3: Using a server-to-server link between WorkLenz and MS Project Server.
There should not be any significant technical barriers to creating a server-to-server link because MS Project Server is similar to WorkLenz in both functionality and technical implementation.  Functionally, Project Server can be seen as a local collection of MS Project files while WorkLenz can be seen as the enterprise-wide collection of project files.  Technically, WorkLenz and Project Server both use MS SQL Server to store project portfolio data.  

Since RMA already has 1) a supported MS Project Server implementation in place and 2) experience managing projects, OCIO and Métier are going to work with them to test out the server-to-server link.  The initial step, to be conducted during January and February 2004, will be to export a MS Project (.mpp) file out of Project Server and import the file into WorkLenz.  Once this Model 2 can be simulated reliably, we then can provide support for XML-based data exchange while ensuring a Model 2-like fallback position.  This will also provide time to develop the related supporting XML schema.
Requirements For Each Operational Model


There are minimum requirements for each operational model (as defined above).  These requirements are:

Templates

· The basic IT project management requirements of the Department and OMB are embedded in the five project templates (i.e., there are Pre-Select, Select, Control, Evaluation, and Steady-state templates).  These project templates:
· Are currently in WorkLenz in the “Template Center” for Model 1 users;
· Will also be distributed as MS Project template (.mpp) files for Model 2 and 3 users; and 
· Include the basic C&A security review steps in them.
· Each project plan must use the appropriate template.  Either the project planner must start with the template when creating the project plan or merge their current plan into the appropriate template to ensure that the plan is “template compliant”.  

· These templates will change over time and the project plans must be changed to reflect these template changes.  However, OCIO will make every effort to thoroughly communicate and minimize changes to the templates.

Scope

· Each major IT investment (as defined in the CPIC process) must have a project plan in WorkLenz.

· All project costs are accounted for (to include FTE costs) in each project.

· All projects must include exactly 3 levels of granularity – project, phases, and tasks.

· All resources must be identified in the system and named.  WorkLenz requires it for correct system use, licensing, and reporting.

Updating Policy

· The resource usage/costing info is no more than 2 weeks old (i.e., it is updated no less frequently than every two weeks).

Tasks

· Individual tasks shall not span fiscal years so as to ensure accurate end-of-year reporting.
Road Map For Future Activity

Given that the latest versions of MS Project and Project Server support exporting project data to a XML format, we will probably migrate over time to purely XML-based data exchange.  This allows for:

· Collapsing the number of models down to two (Model 1 + XML-based data exchange); 

· Exchanging data with any other project software that supports XML; and

· Moving away from the proprietary MS Project (.mpp) file format.


From an operational perspective, the scope of the implementation is expected to expand over time.  Currently this operational plan only applies to major IT investments.  Over time OCIO expects it to apply to non-major IT investments (on an “opt in” basis) and potentially to non-IT investments.  OCIO also expects to learn from the initial implementation during the current extended pilot/initial operating capability phase of the process and modify the process and tools accordingly.

Frequently Asked Questions (FAQs)

· Which version(s) of MS Project and Project Server will be supported under Models 2 and 3? –  For Model 2 activity, we will support MS Project 2002 and above because these versions support XML per the “Road Map” above.  For Model 3 activity, we do not know which version(s) of MS Project Server we will support.

· How will the update activities be conducted? – Eva Desiderio is developing a “Welcome to WorkLenz” paper that will describe how users conduct some of the common activities in WorkLenz.  This paper will be expanded as we add support for Models 2 and 3 to the system.  In addition, OCIO and Métier will discuss plans for additional training workshops.
· Can an update or transaction be rolled back?  Can it be audited? – Yes, PMO staff can roll back a transaction and can tell who conducted a transaction on the WorkLenz server.

· How will this system be secured? – The centralized WorkLenz server is being secured via permission-based user accounts, user training, and regular system back-ups.  Métier also does some security testing on their software as part of their development and testing process.  As mentioned above, we will also be conducting a C&A security review of the system in 2004.  Under Models 2 and 3, agencies will be responsible for securing their components of the tiered/feeder system.
· How do I suggest changes to WorkLenz? – We have developed a change control process and an associated Change Request form.  The POC in OCIO is Hien-Hoa Nguyen (at hien-hoa.nguyen@usda.gov or 202-720-5786).

It is important to note that agencies wishing to work in a decentralized WorkLenz feeder system are expected to bear the full staffing and operational cost of operating in this manner.  They should expect no financial support from OCIO when implementing or operating their systems.





This transition to XML-based data exchange may incur additional costs for agencies operating under Models 2 or 3 that do not have the latest versions of MS Project and Project Server.
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