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Action Items:

What
Who
By When
Status

1. Publish Key Learnings document




2. Obtain prioritization from other meeting attendees who left early




3. Submit final results from #2 to entire group




4. Create project charter for 
Phase II




5. Share key learnings 




6. Determine how to address key learnings and “parking lot” items at a portfolio level 




7. Determine how to install XXX to new users




8. Submit key learnings into knowledge base.




Parking Lot

The “Parking Lot” is where items were placed that were beyond the control of the meeting participants to address.  These items will be raised to the attention of our management for determining appropriate next steps.

1. Whose role is it to coordinate during implementation planning and understand all the requirements and impact around implementation? 

2. Who can be/should be fully knowledgeable around impact to the workstation and other infrastructure as it relates to developing and implementing a solution?  Should someone in Development understand, as specifically related to infrastructure items (versus managing/planning the development project), all the various components (LAN, WAN, telecommunications, workstation configuration & standards)?  

3. Is there a test lab?

4. Who is responsible for understanding the impact of the workstation from start to finish (for development and implementation)?

Key Learnings

Key Learning Definitions

Key Learning Bucket
Definition

Application Infrastructure Development
Create an environment to support the needs of an application development effort. Incorporate standards early in the development lifecycle. Define the development environment and then within it, design, construct, and test the reusable software.

Implementation Planning
Structure the implementation project and develop a plan that will show how this project is to be executed. Review project as originally created in the development planning stage and update its definition based on the design of the application system, and the implementation approach. Identify and define new project(s) and create a high-level schedule for all project(s).
Develop initial project charter(s) for the implementation phase project(s) and perform a risk assessment and an investment analysis for each project.

Project Start Up and Preparation
Establish the foundation for the project by developing the project charter (agreement by the project team and client communities), project plan (details the work to be completed), and the management practices to control the project. Obtain management approval on the charter and plan.



System and User Testing
System testing is the development project team's final test of the system's functionality, performance, and fit.  In this stage, conduct system tests to demonstrate that the system meets the original requirements and works within the defined constraints.  As errors are identified, return the software to design or application construction for correction.  If issues are identified, research them and present alternative recommendations to management for their consideration.

Acceptance testing is a user run testing process that demonstrates the application's ability to meet the business objectives and requirements.  Like system testing, acceptance testing should demonstrate that the application meets the original business objectives, satisfies the user and IS environment requirements, and works within the defined constraints.

The acceptance test should validate that the system fits into the real-world business environment in which it will be used. Involve those who will prepare the input, operate the system, and use the output.  Involve management in this testing to the extent that the new system affects its area of responsibility.

Install Production System
Implement the new system after all production hardware and systems software have been properly installed. Implement the manual and automated activities to operate and support the system in conjunction with the new user and IS organizational units.  
Once management approval is obtained, install the system software and move it into production libraries.  Load scheduling data into the operations support software and turn the system over to computer operations.  Load the production databases and validate them for data integrity, conformance to standards, and sufficient storage capabilities.

Staff Training
Staff training includes the training of both the IS and user staff.  The work begins with updating the training schedules with any contingencies, such as moved final date or change in the number of personnel to be trained.  Training is then conducted for both IS and user staff.  
The training program includes participant manuals, an instructor guide, and presentation materials for each course. 
An important component of the training program is course evaluation.  Based on the evaluations, training program improvements are identified and implemented.

Provide end user training in the manual and automated procedures of the new system.  Train data center personnel in the operating procedures for the new system so they can operate and support it effectively.  Monitor and enhance the IS and user training programs to ensure that participants are learning the skills they need to operate and support the system.

Application Infrastructure Development

What went well:
What you would change: 

Please note:
The number in parentheses is the number of votes an item received.

· Everyone reacted positively to last minute requests.

· Able to overcome problems

· People on board with solution
· Confirm architecture compliance, infrastructure availability and infrastructure capacity early. 

· Setup test environment that is equivalent to the field environment. 

· Create and use test scenarios that emulate the business environment’s use of the technology (all technology used to make the system function).  The test scripts would be used to validate actual vs. expected results. 

· Full understanding of technical requirements (e.g., remote dial-up).  

· Create technology standards for the project early on; define the technology to be used within the project as early as possible. 

· Test all infrastructure and technology versus assumptions. 

· More communication. 

Implementation Planning

What went well:
What you would change: 

Please note:
The number in parentheses is the number of votes an item received.

· People and level of participation

· Having people to coordinate and bring people (project team) together for the regular project team meetings.  Question:  Was it really the responsibility/role of those people to make that happen?

· Information Security appreciated the advance notification regarding the need for security administration resources.

· Information Security appreciated having the requirements stated up front.

· Information Security appreciated how they worked together with the project team to work out a plan of action around the processing of security administration requests.

· Having resources in place who are actually doing the work.
· Create a “cookbook” to know who to call/where to go for all that needs to be coordinated for an implementation. 

· How to make sure project managers have knowledge or know where to go to understand implementations (e.g., subject matter experts). 

· How to get OPERATIONS development skills into a development team so to understand OPERATIONS requirements early on. 

· Timing.  Need to have solution in place early on. 

· Have a project charter for implementations 

· How to put together a formal plan and a realistic plan.

· How to have more communications with users so they will know what to expect technically and from a business process perspective, and also expectations of what the technology will provide (mainframe, GUI, etc.). 

· How to send security related lists to person responsible for doing the work rather than manager.  This impacted lead time for processing requests.

· How to understand organizational changes and having backup plans when these occur.  Organizations commit to participating in a project.  When a project spans multiple years, organizations change. How do you keep the commitment to the project with management and organizational changes?  A project charter may come in handy to state requirements and understand the roles the new organization has “inherited”.  Can utilize risk strategies within the charter and establish a communications plan. 

· How to improve the implementation planning process so to call out the need for reserving training rooms sooner and also provide adequate lead time and communication when training room locations change.

· How to increase/enhance client understanding of what is required in an implementation. 

Project Startup & Preparation

What went well:
What you would change: 

Please note:
The number in parentheses is the number of votes an item received.

· Project team meetings were helpful.  Good documentation provided in covering issues and action items.

· Detailed workplan

· Format of meetings was good

· Having the development team participate in taking Client Support Center calls (i.e., rotating responsibilities)
· Have a charter to address roles and responsibilities and various risks in the project. 

· How to get accurate information  as to who are the clients, where are the clients located, what types of workstations do they have? (begin this during development planning) 

· How to understand technology changes when developing and when rolling out an application.  There must be risks and strategies for these changes and communication of these changes.  

· Spend resources and time to test all technology (early in application development). 

· Any new technology requires proof of concept, possibly during application infrastructure development. 

· Someone to administer the plan (performing the role of issues and task management). 

· How to develop in a mode that is equivalent to the technology that is in the field (or that users have in general).  There are times when an application is developed using the latest and greatest technology.  However users (HQ or field) don’t have this technology in order to run the resulting applications.  Therefore, development should consider what technology users have and are capable of when selecting technology to develop an application.

· How to get away from reactive resource allocation. 

· In order to set user expectations of their time and gain their buy-in, if they are participating on the project the user’s time commitment to the project needs to be acknowledged. This came up with regards to user acceptance testing (key learnings that there may not have been all of the right users and or sufficient time from the users to test the system. This should be planned in and communicated with the users up front.). 

· How do you update the accurate information as to who are the clients, where are they and what type of workstation?

· How to think about length of projects - possible shorter developments and implementations. 

System and User Testing

What went well:
What you would change: 

Please note:
The number in parentheses is the number of votes an item received.

· Involving workstation support at the front end of the implementation and to get their feedback on the implementation plan.

· Everyone was responsive

· Learned what questions needed to be asked up front.
· How to have full blown integrated system test earlier on.  

· Improve lines of communication 

· Finalize configuration of application before developing WINSTALL scripts.  

· Improve process and knowledge base for WINSTALL scripts. Determine appropriate level of user participation/testing/acceptance.  

· How to investigate quality of data coming from other systems?  

Install Production System

What went well:
What you would change: 

Please note:
The number in parentheses is the number of votes an item received.

· Using VANTIVE/PMSR for tracking problems and reporting problems from the users.

· Training provided by Client Support Center to project team on VANTIVE administration and training.

· Training provided by project team to Client Support Center on application.

· Having project team members at the field installation locations.

· Installation was thought out; good planning to help minimize the risk to the client.

· Backup laptops available and utilized; equipment planning for field and headquarters training laptops.

· Thinking out of the box.

· Using installation scripts to document what happened during the installation at each workstation.  Aided post-implementation support.

· OPERATIONS Workstation Support segmentation and focus.

· Using separate IDs for Training was a great help.  A must for any project like this rolling out.

· Having dedicated and knowledgeable resources from workstation support.
· Easier way to identify problems and clarify/communicate how mainframe access is granted. We need more emphasis on understanding the impact of rolling out these applications to the field and their ability to do their jobs.  Develop a VANTIVE resolution database before the application rolls out.  Everything monitored via VANTIVE)

· Perform installations in each person’s office (headquarters only).  

· How to not treat existing employees as a new employee when requesting mainframe access.  There were unclear/undocumented service request processes as to how to establish a mainframe for an existing employee.  

Meeting Wrap-up

What went well:


What you would change: 

· Better understanding of different people’s perspectives.

· Participation

· Fun

· Koosh balls

· Everyone stayed positive/objective

· Hardly anyone got defensive

· Having a facilitator

· More knowledgeable going into Phase II

· More knowledge about individual’s job

· Team building

· Better understanding of how we affected each other during Phase I and how we got where we are.

· Bringing in lunch, snack, candy into the session.
· Attendance by those who said they would attend

· Too many windows, lot of glare, room too cold

· Did not start on time, waited 30 minutes to get a “quorum”.
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