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[bookmark: _Toc196389572]PROJECT INITIATION

[bookmark: _Toc196389573]General Project Information
	Executive Sponsor 
	

	Project Sponsor (decision maker)
	

	Project Manager
	

	Expected Timeframe (Month/Term YYYY – Month/Term YYYY)
	



[bookmark: _Toc196389574]Problem/Opportunity Statement
	What problem do we need to solve, or what opportunity do we need to pursue?

	



[bookmark: _Toc196389575]Problem/Opportunity Background
	What is the cultural, organizational, and historical context surrounding the problem or opportunity?

	



[bookmark: _Toc196389576]Project Purpose
	How does this project address the problem or opportunity?

	



[bookmark: _Toc196389577]Affected Stakeholders
	Students
	How are they affected by the current problem? 

	
	

	
	How does this project address that?

	
	

	Advisors
	How are they affected by the current problem? 

	
	

	
	How does this project address that?

	
	

	Faculty
	How are they affected by the current problem? 

	
	

	
	How does this project address that?

	
	

	Staff
	How are they affected by the current problem? 

	
	

	
	How does this project address that?

	
	

	External/Compliance
	How are they affected by the current problem? 

	
	

	
	How does this project address that?

	
	

	Other
	How are they affected by the current problem? 

	
	

	
	How does this project address that?

	
	



[bookmark: _Toc196389578]Technical Systems Affected
	List the technical systems affected by this project and explain how each is affected. (Banner, BeaverHub, MyDegrees, etc.) 

	 

	 



[bookmark: _Toc196389579]Scope
	Consider the greater context in which this problem exists.

	In Scope
What elements of the organizational system(s)/context will be included in this project? (Specify groups of people, programs, departments, etc.)

	

	

	

	Out of Scope
What elements of the organizational system(s)/context will not be included in this project? 

	

	

	

	Priority Factors for Decision Making

	Priority Rank
	Time/Cost/Scope
	Limits and Constraints

	Highest Priority
	
	

	Middle Priority
	
	

	Lowest Priority
	
	

	Trade Offs, Compromises, and Sacrifices
What other projects, initiatives, or tasks will be postponed, narrowed, or eliminated to make room for this one? 

	

	

	



[bookmark: _Toc196389580]Dependencies
	List any external dependencies that the success of this project depends on (e.g., must start after x project is completed).

	

	



[bookmark: _Toc196389581]Procurement Requirements
	Licensing

	

	Contracting

	

	Training

	

	Other

	




[bookmark: _Toc196389582]PROJECT OUTCOMES

[bookmark: _Toc196389583]Objectives
	List the objectives/goals (measurable when possible) of the project.
SMART goal guidelines: Specific, Measurable, Attainable, Realistic, Time Bound (e.g., “Decrease processing time of x form to 1 week by the end of the calendar year” as opposed to, “Decrease processing time of forms”).

	

	

	

	

	



[bookmark: _Toc196389584]Deliverables
	List the tangible or intangible products to be created (e.g., procedures, manuals, trainings, documents, workflows, systems, etc.)

	

	

	

	

	



[bookmark: _Toc196389585]Success Criteria
	List the measurable indicators that each objective and deliverable has been successfully achieved (e.g., “Processing time of X form has decreased to 1 week,” “All staff have completed training and have demonstrated competence in Y process,” “Satisfaction rating of end-users has increased to 85%.”

	

	

	

	

	




[bookmark: _Toc196389586]ORGANIZATIONAL ALIGNMENT

[bookmark: _Toc196389587]Strategic Alignment
	The project supports the following OtR goals

	
	GOAL 1 – Provide timely and accurate data to equip students, faculty, and staff with information they need to be successful

	
	GOAL 2 – Provide optimal processes, tolls, and services to students, staff, and faculty

	
	GOAL 3 – Evaluate systems and engage stakeholders to identify and remove barriers for students so that every student graduates

	
	GOAL 4 – Enhance and safeguard institutional integrity to elevate the value and reputation of Oregon State University

	The project supports the following Prosperity Widely Shared Targets

	
	Increase annual research expenditures to $600 million

	
	Increase six-year graduation rate to 80 percent

	
	Equalize six-year graduation rates

	
	Increase online-only enrollment to 30,000

	
	Increase OSU-Cascades enrollment to 2,200

	The project supports the following Prosperity Widely Shared Action Items

	
	Launch a campaign for timely undergraduate degree completion

	
	Build Faculty Excellence

	
	Significantly increase enrollment online and at OSU-Cascades



[bookmark: _Toc196389588]STAKEHOLDER IDENTIFICATION AND FEEDBACK

[bookmark: _Toc196389589]Stakeholder Engagement
	Identify the stakeholders involved in the project. The engagement stage ensures that information and feedback from all stakeholders and special programs/populations is solicited and considered before finalizing the work plan. 

	Stakeholder

	Describe outreach activities and the feedback that will be gathered for each group. Solicit feedback early!

	Technical teams (OtR, UIT)
	

	Functional Users
	

	Financial Aid/Scholarships
	

	Admissions
	

	Business Affairs
	

	EMIT
	

	OtR Teams
	

	Cascades Campus
	

	E-campus
	

	INTO OSU
	

	International Student Programs
	

	Academic Advisors
	

	Advisor Technology Committee (ATC)
	

	Academic Advising Council (AAC)
	

	Students
	

	Athletics
	

	Graduate School
	

	Student Life 
	

	Link to Stakeholder Analysis
	



[bookmark: _Toc196389590]COST-BENEFIT ANALYSES

[bookmark: _Toc196389591]Equity Analysis*
	What is the anticipated impact of this project on stakeholders with marginalized identities? How does the impact differ for those who hold multiple marginalized identities?
Use the identity cards or Identities: Privileged and Marginalized Groups to help with this analysis

	


	Have stakeholders, including those with marginalized identities, been consulted about the current problem or the proposed solution?

	Yes/No

	If yes, how were they consulted?
If no, how do you plan to consult them?
(Survey data, focus groups, data collected about frequent inquiries, etc.)

	


	What questions were/will be posed to these groups?

	


	What was learned?

	Stakeholder group:
Break down by demographics as much as possible Identities: Privileged and Marginalized Groups
	Learnings:

	
	

	
	

	
	

	
	

	
	

	Is more feedback needed to understand the impact of this problem/proposed solution on stakeholders of marginalized identities? 

	

	Who holds power in the context of this project?

	


	Who holds less power, and what might they lose from this project?

	




[bookmark: _Toc196389592]Assumptions
	What assumptions are we making about the problem or those impacted?
	Ideas or Facts that Challenge Assumptions

	
	

	
	

	
	

	
	

	
	



[bookmark: _Toc196389593]Costs of Implementing the Project
	Monetary Costs
Describe the estimated financial costs of doing this project.

	

	

	

	Intangible Costs
Describe the intangible costs of doing this project.
Be sure to include the negative impact of this project on stakeholders (especially those with marginalized identities), compliance, operations, etc. if this project successfully achieved its goals.

	

	

	



[bookmark: _Toc196389594]Costs of NOT Implementing the Project/NOT Fulfilling Project Objectives
	Monetary Costs
Describe the estimated financial costs of NOT doing this project/NOT fulfilling project objectives.

	

	

	

	Intangible Costs
Describe the intangible costs of NOT doing this project/NOT fulfilling project objectives.
Be sure to include the impact of NOT doing this project on stakeholders (especially those with marginalized identities), compliance, operations, etc. if this project successfully achieved its goals. Think about how each objective solves a current problem, removes barriers, and improves the experience.

	

	

	



[bookmark: _Toc196389595]Benefits of Implementing the Project/Fulfilling Project Objectives
	Monetary Gains or Savings
Describe the estimated financial gains or cost savings of doing this project.

	

	

	

	Intangible Gains or Savings
Describe the intangible gains or savings of doing this project.
Be sure to include the beneficial impact of this project on stakeholders (especially those with marginalized identities), compliance, operations, etc. if this project successfully achieved its goals. Think about how each objective solves a current problem, removes barriers, and improves the experience.

	

	

	



[bookmark: _Toc196389596]Benefits of NOT Implementing the Project/Fulfilling Project Objectives
	Monetary Gains or Savings
Describe the estimated financial gains or cost savings of NOT doing this project.

	

	

	

	Intangible Gains or Savings
Describe the intangible gains or savings of NOT doing this project.
Be sure to include the beneficial impact of this project on stakeholders (especially those with marginalized identities), compliance, operations, etc. if this project successfully achieved its goals.

	

	

	



[bookmark: _Toc196389597]PROJECT TEAM

[bookmark: _Toc196389598]Work Group Structure/Capacity Planning
	Role
	Name
	Estimated Hours Needed

	Project Manager
	
	

	Project Coordinator
	
	

	Business Analyst
	
	

	Subject Matter Expert(s)
	
	

	Stakeholder Representatives
	
	

	OtR Technical Analyst
	
	

	UIT Technical Analyst 
	
	

	OtR Testers
	
	

	External Testers
	
	

	Communication Coordinator
	
	

	Assessment Lead
	
	



[bookmark: _Toc196389599]RISK MANAGEMENT

[bookmark: _Toc196389600]Overview of Risks to Project
	Project Risks
Add risk information to OSU’s  Risk Assessment Tool
	Risk Impact
Insignificant, Mild, Moderate, Significant, Catastrophic
	Risk Likelihood
Low, Medium, High, or a combination such as Low-medium, medium-high
	Response to Risk/Contingency Plan

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	Link to Risk Assessment
	



[bookmark: _Toc196389601][bookmark: _Hlk192763776]PROJECT PLANNING

[bookmark: _Toc196389602]Kickoff Meeting
	Date
	

	Time
	

	Location
	

	Attendees
	

	Link to Agenda
	



[bookmark: _Toc196389603]Project Milestones
	A milestone is the completion of a project phase, deliverable, or objective that can be celebrated when complete.

	Milestone 1
	

	Milestone 2
	

	Milestone 3
	

	Milestone 4
	

	Milestone 5
	



[bookmark: _Toc196389604]Timeline/Internal Dependencies
	The work plan involves the actual policy, technical, and procedural work required of the project. Each phase of the project is broken down into specific milestones and tasks to achieve those milestones, and all tasks are assigned an owner and due date.

	Phase/Milestone/Task
	Owner
	Due Date

	Project Planning
	
	

	Kickoff Meeting (team, stakeholders, sponsor)
	
	

	Work Plan Scheduling (phases, milestones, tasks)
	
	

	Assemble project workgroup
	
	

	Assign roles and responsibilities
	
	

	Schedule regular meetings
	
	

	Data plan
	
	

	Stakeholder analysis
	
	

	Current state process map
	
	

	Risk Management Plan
	
	

	Communication plan
	
	

	Draft Project Charter
	
	

	
	
	

	Requirements
	
	

	Draft requirements
	
	

	Requirements refinement meeting
	
	

	
	
	

	[bookmark: _Hlk192854705]Development
	
	

	Requirements developed in PPRD
	
	

	Requirements developed in PROD
	
	

	
	
	

	Testing
	
	

	Test plan developed
	
	

	Use cases set up in PPRD environment
	
	

	Functional user testing completed
	
	

	Testing feedback incorporated
	
	

	
	
	

	Deployment
	
	

	Documentation and training materials shared
	
	

	Migration to PROD
	
	

	Final testing in PROD
	
	

	Website/media updates
	
	

	Assessment
	
	

	Closing meeting/retrospective
	
	

	Project assessment activities (Gathering feedback, surveying, report, etc.)
	
	

	
	
	

	
	
	

	
	
	

	Link to Gantt Chart
	

	Link to Road Map
	

	Link to RACI Chart
	



[bookmark: _Toc196389605]CHANGE MANAGEMENT

[bookmark: _Toc196389606]Communication Plan Overview
	List the communication needs of all stakeholders and when/how they will receive communication about the project.
Subject Matter Experts related to project to sign off on the communication plan before launched.
If communications are needed during the early stages of the project, incorporate those needs into the stakeholder engagement section above.

	Stakeholder
	Purpose/Level of Detail
	Frequency
	Platform 
	Estimated Date(s)

	Technical teams (OtR, UIT)
	
	
	
	

	Functional Users
	
	
	
	

	Financial Aid/Scholarships
	
	
	
	

	Admissions
	
	
	
	

	Business Affairs
	
	
	
	

	EMIT
	
	
	
	

	OtR Teams
	
	
	
	

	Cascades Campus
	
	
	
	

	E-campus
	
	
	
	

	INTO OSU
	
	
	
	

	International Student Programs
	
	
	
	

	Academic Advisors
	
	
	
	

	Advisor Technology Committee (ATC)
	
	
	
	

	Academic Advising Council (AAC)
	
	
	
	

	Students
	
	
	
	

	Athletics
	
	
	
	

	Graduate School
	
	
	
	

	Student Life 
	
	
	
	

	Link to Communication Plan
	



[bookmark: _Toc196389607]Training/User-Support Plan
	Outline the plan for providing training to users of the system that will be created or improved by this project. 

	Implementors of the system (staff, advisors etc.)

	Training Plan
	Support plan for technical or other issues

	
	

	End users of the system (students, advisors, etc.)

	Training Plan
	Support plan for technical or other issues

	
	



[bookmark: _Toc196389608]Website updates
	List updates to website pages or navigation to align with new system(s).

	



[bookmark: _Toc196389609]PROJECT CLOSEOUT
[bookmark: _Toc196389610]Maintenance/Control Plan
	Describe the plan for how the new process/system will be maintained and controlled once it is implemented.

	



[bookmark: _Toc196389611]Project/Process Assessment
	The assessment stage is all about making the project or program sustainable. Assessment and evaluation, which may be informal or comprehensive and formal, are keys in determining the success for a project. Collect evidence of successes and failures throughout the process – and during debrief – and input notes in the assessment grid below.

	Assessment Lead
	

	Full report or Charter details
	

	Success Criteria (copy from above)
	List the documents, data facts, or other evidence that shows the project was successful in light of the stated requirements or objectives.
	Where is the evidence located?

	Objective 1
	
	

	Objective 2
	
	

	Objective 3
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	Project Debrief

	Was the project successful?
Copy the established success criteria from the Outcomes section here and analyze the results against the measurable criteria.

	

	Was the project on time?

	

	What changes were made after the planning phase?

	

	How did communication plan work? 
	

	What should be done differently?
	

	Has the project been formally closed?

	

	Will this project collect post-project data?
	


[bookmark: _Toc196389612]PROJECT REFERENCES

[bookmark: _Toc196389613]Process Tracker
	Process
	Date Complete
	Link

	Intake Request
	
	

	Planning Document/Min. Threshold
	
	

	Approval and Scoring
	
	

	Charter
	
	

	Assessment
	
	

	Post-project Report
	
	



[bookmark: _Toc196389614]Referenced Resources
	List other resources referenced throughout this document.

	*Identities: Privileged and Marginalized Groups, Dr. Kathy O’bear’s Recognizing and Interrupting Microaggressions 

	*Adopted from PCC’s Take 5 Toolkit

	



[bookmark: _Toc196389615]Supporting Documentation/Links
	[bookmark: _Hlk192236359]Provide any feedback data, documents, websites, or other resources that relate to this project. Include links where possible.

	



