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[bookmark: _Toc473530045]PM Lite Overview 
[bookmark: _Toc473530046]Description
PM Lite (Project Management Lite) is a project management process made up of tools, templates, and best practices that empowers its users to be more efficient and effective in project delivery regardless of project size[footnoteRef:1] or complexity. 
 [1:  PM Lite does NOT supersede the Texas Project Delivery Framework.] 

The content of this document is based on the Project Management Institutes (PMI) “A guide to the Project Management Body of Knowledge” (PMBOK) 

The Project Management Office (PMO) at DIR has created the PM Lite process to help enable state and local entities to achieve their core missions through successful project delivery. PM Lite is an optional process. Using these tools and templates can help your organization achieve project consistency, standardization, and project success.

[bookmark: _Toc473530047]Uses
Anyone formulating and running a project can use these tools, templates, processes and best practices. The PM Lite process, can be used to manage projects regardless of project size, complexity, etc.
[bookmark: _Toc473530048]PM Lite  Templates
	Template Name
	File Format
	Description/Purpose

	*Business Case
	.doc
	The Business Case defines the business need along with the necessary information, from a business standpoint, to determine whether or not the project is worth the required investment. It demonstrates alignment to business and strategic objectives and is used to prioritize the project among other project demands.

	*Project Charter 
	.doc
	The Project Charter officially authorizes the project and allocates resources. The chartering process forms the project core team and officially kicks off the project.

	Project Management Plan 
	.doc
	The Project Management Plan defines "how" the project is executed, monitored and controlled, and closed.

	*Project Schedule 
	.mpp 
-OR-
.xlsx
	The Project Schedule is a Microsoft schedule, it is created to help plan and track important dates within the project.


	Requirements Document
	.xlsx
	The Requirements Document details specific project and product requirements that must be met to satisfy the business objectives.

	*Project Register 
	.xlsx
	The Project Register is a tool that can be used to capture and track key project information, making it easier to monitor, control, and track project details throughout the life of the project.

	Project Meeting Notes 
	.doc
	The Project Meeting Notes Template is used to document and communicate notes for all project meetings.

	Project Status Report 
	.doc
	The Status Report is utilized for communicating the overall health of the project to the core team and key project stakeholders to keep everyone abreast of project progress.

	Project Change Request 
	.doc
	The Project Change Request (PCR) is used by the Project Manager to request a change to the project scope, schedule, costs, project milestones and/or deliverables.

	*Lessons Learned 
	.doc
	The Lessons Learned document is used to identify and preserve the lessons learned on each project. The purpose of this document is to help the project team share knowledge gained from the experience. A successful Lessons Learned program will help project teams repeat desirable outcomes and avoid undesirable outcomes.

	*Project Closure 
	.xlsx
	The Project Closure document formalizes the completion of the project.


*These templates are highly recommended when using PM Lite, regardless of project size or complexity.1
[bookmark: _Toc473530049]PM Lite Process
For projects being managed (run) in an agile manner, the stages of the project don’t adhere to sequential phases the same way a traditional waterfall approach does. 
Unlike a waterfall approach, an agile methodology focuses on developing and deploying solutions as quickly as possible, making adjustments as the project progresses.  

PM Lite does recommend that a project’s initiation follows a process that is similar to a waterfall methodology, where information regarding the “business case” for investing effort and money into a project is compiled and analyzed.  

Once the vision for a project is established, the desired end result is defined, and cost – benefit analysis has been performed and the organization has determined that the investiment is worthwhile, the actual execution of the project occurs in an incremental/iterative manner. 
[image: ]


[bookmark: _Toc473530050]The Role of a Project Manager in an Agile Project
Agile projects not only follow a slightly different process than a tradition waterfall project, but some of the roles within the project team are slightly different as well. In some of the Agile methodologies, there is no specified “Project Manager” role. Instead, terms such as Scrum Master are used, as is the case in the Scrum Methodology.  Team Lead is another term often used in Agile project team structures. 

In agile projects, schedules (more specifically the content or deliverables of an increment or “sprint”), are more fluid. With the initiation of each new “sprint”, the goal and expected output of the sprint is determined by analyzing a combination of the project’s requirements, also referred to as a backlog, feedback from the customer regarding the current state of development, and any reprioritization of project objectives, needs, requirements, etc.  

While it’s important to understand the objectives of the overall project, and to have a high-level idea in mind regarding the output of each sprint, project teams must be flexible and able to adjust to changing requirements, and/or re-prioritization of requirements. 

In order to facilitate this approach, a person managing these processes must be flexible and ready to make adjustments quickly, rather than concentrate on adherence to a pre-defined plan.  

[bookmark: _Toc473530051]Other Key Roles / Team Members
1. The Product Owner is typically a project's key stakeholder. Part of the product owner responsibilities is to have a vision of what he or she wishes to build, and convey that vision to the team. This is key to successfully starting any agile project. This person is ultimately response of prioritizing requirements/deliverables as well as re-prioritizing requirements and deliverables throughout the life of the project, specifically at the kickoff of each new sprint. 
2. Team member. This role is responsible for the creation and delivery of a project deliverables. This includes modeling, programming, testing, and release activities, as well as others.
  


[bookmark: _Toc473530052]Initiating a Project
The Initiation reviews the business idea and turns it into a formal project.
[bookmark: _Toc473530053]Key Activities:
· Identify the Business Issue/need to be addressed  
· Identify the benefits of doing the project, including financial impacts such as Return on Investment
· Define expected outcomes and key milestones. In the case of agile projects, it’s more important to estimate the number of sprints that may be required and/or the overall duration of the engagement rather than specific detailed requirements that need to be met. 
· Identify project risks and constraints
· Identify Key Stakeholders and required resources

[bookmark: _Toc473530054]Business Case
· The Project Sponsor or Business Owner prepares this artifact. This template will address the business issue and the expected business outcome as well as the key resources necessary for the project. It is defines how the project will align to the goals of the agency and/or state.  
[bookmark: _Toc473530055]Project Charter
· The Charter is where you will define a project scope, create an estimated timeline, and establish a project budget. In a waterfall approach, this document is an elaboration / supplement to the Business Case, but in an Agile approach, it may make sense to combine these two documents. The important factor to keep in mind is that these documents, traditionally resulting in relatively detailed plans, are to remain ‘high level’. The emphasis should be on establish and prioritizing high level requirements (functions of the product being developed). When initiating sprints, during the project execution, these requirements / functions will be developed and released in an incremental fashion, based on priority. And, these priorities may, and often do, shift throughout the life of the project, so each sprint needs a “kickoff”.    
[bookmark: _Toc473530056]Requirements Document
· This template provides a mechanism to track product/project deliverables against requirements to ensure business and product requirements are met.  When using an Agile approach, these requirements may take the form of higher level functions of the product being developed. The detailed requirements/specifications that are defined early in the project, when leveraging a waterfall approach, are fleshed out during “sprints” through collaboration between product owners, users and developers. 
· When developing requirements consider using pictorial representations of business process and/or user interactions with the system being developed. Story boards, process flows and user stories are common techniques for documenting requirements in Agile Projects. 
· A user story is a tool used in Agile software development to capture a description of a software feature from an end-user perspective. The user story describes the type of user, what they want and why. A user story helps to create a simplified description of a requirement.

[bookmark: _Toc473530057]Project Execution 
In executing the project, developing and releasing a product, service, etc., agile projects adopt and incremental/iterative approach. This means that pieces of the overall product are developed and deployed, and then the next portion of overall product is developed and deployed, and so on. It’s important that in the initiation of the project, the minimal viable product is defined and that the release plan outlines what each of the increments (“sprints”) will deliver. Throughout the life of the project, the release plan and the output of the various sprints are continuous re-evaluated and possibly re-prioritized, based on business and customer needs. 
[bookmark: _Toc473530058]
[bookmark: _GoBack]Key Activities:
· Sprint kickoff meetings 
· Daily check in meetings. Also known as Scrum meetings. 
· Collect/Document requirements and deliverables not identified in earlier stages of the project so that they can be incorporated into upcoming sprints. 
· Collect/Document Lessons Learned so that future sprints can be adjusted accordingly. 


[bookmark: _Toc473530059]Project Register
· The Project Register can be used to track action items, decisions, deliverables, risks, issues, stakeholder contact information, and more. This document / tool can be crucial in Sprint Initiation / Kickoffs. 
[bookmark: _Toc473530060]	Meeting Notes
· The Meeting Notes Template is meant to be utilized at all project meetings to document the meeting agenda, action items, decisions made in the meeting, who attended the meeting and scheduling the next meeting.
 
[bookmark: _Toc473530061]	Status Report
· The Status Report communicates key performance indicators (KPIs), key project dates, and key risks/issues related to the project in order to keep all project players equally informed.
[bookmark: _Toc473530062]	Project Change Request (PCR)
· Use this form to document major changes in the project that impact scope, schedule, costs, quality, or key project performance and health. This form should NOT be used to manage daily operational project management, project monitoring and control activities, as doing so will add significant overhead to the project management activities.


[bookmark: _Toc473530063](Optional) Project Management Plan
· This template lays out a plan and strategy for “how” the project will be executed. The Project Charter defines the “what” while the Project Management Plan defines the “how”.



[bookmark: _Toc473530064]Project Closure
In the Project Closure Phase, the project artifacts are archived in the project repository, the project activities are completed, and the project transitions to operational status.
[bookmark: _Toc473530065]	Key Activities:
· Transition project to “Operations” 
· Archive project artifacts
· Document lessons learned and hold review meeting
· Plan a project post mortem 
· Gain approval for forma closure of the project


[bookmark: _Toc473530066]Lessons Learned
· Populate the Lessons Learned document using Project Register information and any other pertinent project artifacts, as well as project team feedback obtained from any lessons learned brainstorming.

[bookmark: _Toc473530067]Project Closure Form 
· The Project Closure Template documents confirmation that all in scope business objectives have been met and necessary project items have been finalized. This includes making sure all listed project deliverables have been completed and project documentation saved in suitable shared storage. This template also allows you to document how outstanding actions/issues are to be handled.
[bookmark: _Toc473530068]Section 4. 	PM Lite Process Best Practices
· PM Lite  Best Practice. For process and template best practices see the PM Lite  Best Practice document.
[bookmark: _Toc473530069]Section 5.	Feedback
If you have any questions on PM Lite or on project management practices, please contact DIR’s PPMO at ppmo@dir.texas.gov. 
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