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	Overview

Country: United States
Industry: Public Sector
Customer Profile

The Metropolitan Government of Nashville and Davidson County in Tennessee serves 570,000 citizens with 52 departments that provide everything from parks and libraries to healthcare facilities and public safety. 
Business Situation

As it worked to unify its decentralized IT activities, the organization found that it was without the processes or tools for prioritizing, tracking, and reporting the status of its various projects.
Solution

To support new project management processes, the organization chose the Microsoft® Office Enterprise Project Management Solution. Four departments currently use the system, and the others will join them soon.
Benefits

· Better visibility, resource management
· Improved organizational capabilities
· Real-time reporting 

· Increased collaboration, productivity
· Enhanced decision making

	
	
	“The Microsoft Office EPM Solution fosters thorough communication between our departments. We’re now able to realize where project objectives line up or where schedules might conflict.”
Marsha Gilbert, Manager, ITS Project Management Office, Metropolitan Government of Nashville and Davidson County  


	
	
	
	In consolidating management of its IT projects, the Metropolitan Government of Nashville and Davidson County (Metro) in Tennessee found that its 52 departments had been engaging in IT‑related projects that had no common focus and sometimes were at odds with each other. Metro had no processes in place for prioritizing projects or ensuring that projects were progressing as they should. After establishing a Project Management Office and solidifying its project management methodology, the organization deployed the Microsoft® Office Enterprise Project Management (EPM) Solution to support its new culture of effective project management. The EPM Solution provides Metro with better visibility into its array of projects, along with real-time reporting to promote faster, more reliable decision making and smarter use of human and financial resources—ultimately delivering better service to citizens.
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Situation

The Metropolitan Government of Nashville and Davidson County (Metro) in Tennessee has 52 departments that work together to deliver service to the citizens and businesses that call the area home. This local govern​ment body is managed by a central Information Technology Services (ITS) department that provides day-to-day support as well as technical assistance for the implementation of large-scale projects. The mission of ITS is to provide information, communication, and business solutions to the departments and agencies of Metro so that they can achieve their business objec​tives and exceed the expectations of the citizens that they serve.

For years, Metro handled its technology needs with decentralized technical employ​ees who were spread throughout its various departments. To align the technology in use throughout the organization, Metro’s execu​tives initiated efforts to centralize these groups. As Metro began to require executive sign-off for hardware and software acquisi​tions, it became clear that departments were taking on projects that were counter to each other and eventually would require ongoing support from ITS. 

The decentralized model also meant that the organization was not making smart use of resources, as departments each had their own servers instead of sharing them for like applications and taking advantage of econo​mies of scale when purchasing. For example, multiple agencies throughout the organiza​tion used the same time management pro​gram, but they acquired it separately rather than joining forces to get the enterprise ver​sion. In some cases, programs ended up being in direct conflict with those in other departments, such as a firewall program that was incompatible with certain departmental systems. 

Metro initiated and ran its projects ad hoc, as is often the case with large organizations. City employees managed these projects using a combination of Microsoft® Excel spread​sheets and to-do lists in Microsoft Word. Usually, the greatest resources were directed toward those departments with the budgets and high profiles necessary to command attention. Projects were started with little or no documentation or official approval, and, as a result, it was difficult for ITS to maintain a comprehensive portfolio of current projects. Without a centrally maintained list of current projects, there was no way to keep track of the projects that were waiting to be started. Plus, the ITS department had no standards in place for IT project management. 

“Basically, if you had the resources and the inclination, you could go ahead with a project, even if it didn’t align with our organization’s IT business objectives,” recalls Margaret Keck, Manager of ITS Enterprise Services for the Metropolitan Government of Nashville and Davidson County.

Richard McKinney, Chief Information Officer for Metro, knew that there was a better way for the organization to tackle project man​agement. To get a handle on project prior​itization, Metro decided to form a Project Management Office (PMO) to establish a project management methodology and an electronic-government committee to make IT-related project decisions. The e-government committee would determine approval to pro​ceed with projects based on funding and resources. However, it lacked any sort of formal format for the presentation of project requests. Metro needed a standardized way for departments to make their requests so that the committee could make “apples-to-apples” comparisons. 

Once the e-government committee approved and prioritized a particular project, it went to the PMO, which then served as the portfolio support office for every project in the organization, whether IT related or not. Using the Project Management Institute’s Project Management Body of Knowledge as an example, Metro also set about establish​ing a methodology for project management across the organization, working to institute a culture of better tracking and recording of project pieces using appropriate standardized tools. Metro suggested that employees replace their spreadsheet-based tracking practices by making use of the functionality in Microsoft® Office Project Professional 2003. 

After using Project Professional on its desk​top computers for some time, the organiza​tion realized that it needed an enterprisewide tool to be part of the formal PMO system and process. To make it as easy as possible to manage both individual projects and the entire IT project portfolio, Metro sought a user-friendly solution through which its executives, project managers, and project teams could collaborate on project planning, tracking, documenting, and reporting.

Solution

The Metro e-government committee wanted people to be able to record, track, and mon​itor milestones such as meeting target bud​gets, so it began to examine enterprise project solution options. The Microsoft Office Enterprise Project Management (EPM) Solution presented the right fit for Metro, in part because the organization had already set Project Professional as its standard for creating work plans. 

Metro initiated a pilot project to implement the EPM Solution with the ITS department. “We specifically selected the Microsoft Office EPM Solution because its interface is widely understood and a lot of folks have experience with it,” says Gene Greer, former Manager of the Project Management Office at the Metropolitan Government of Nashville and Davidson County. “Its portfolio management capability was the key driver, along with the Enterprise Agreement that made it cost effective." 

Partnership

During the ITS department pilot, Metro asked Microsoft Enterprise Project Solution Provider PM Resource Group to help audit the pilot design and answer the organization’s in-depth questions. PM Resource Group sent two consultants to work on-site for a week. The consultants spent the first day complet​ing an analysis of Metro’s existing environ​ment and requirements. Next, they reviewed the EPM Solution project, making recommen​dations and prioritizing them for Metro. The consultants then spent the rest of the week carrying out many of the recommendations, configuring and customizing the system, and wrapping up with some administrative train​ing and issue support. 

After talking with Metro representatives about internal processes, reporting, and how they manage projects, PM Resource Group helped Metro customize the EPM Solution to better meet the organization’s specific needs. The partner locked down Project Professional and Project Web Access capabilities; created custom fields, codes, and report views; and helped implement enterprise templates. “The customizations allow our project managers to start new projects fresh, getting them off and running without having to make a lot of changes to a template,” says Keck.

Additionally, PM Resource Group helped Metro implement a security model so that all departments within Metro could use the organization’s single instance of Project Server as if it were their own. The partner helped Metro define the resource breakdown structure (RBS), so users log on and see only the specific, department-based resource and project information that they’re authorized to see. Access to capabilities in Project Professional and Project Web Access is based on the RBS hierarchy. This control was critical to the organization, especially consid​ering its Police and Justice departments and the need for confidentiality. “If the new Microsoft Office EPM Solution hadn’t had tight security and control, it would have been a [image: image5.jpg]Microsoft



show stopper for us,” says Marsha Gilbert, Manager of the ITS Project Management Office for the Metropolitan Government of Nashville and Davidson County.  

Training

The necessary training for understanding the new methodology and using the Microsoft Office EPM Solution is conducted by Metro using the Microsoft documentation and is geared toward project managers and executives, who are using the tool for prioritizing and tracking portfolio projects. 

“We realized that we couldn’t start using the full force of the EPM Solution until we taught our people a whole new methodology, because the information we’ll see on our server will be only as good as the work plans it was entered from,” says Keck. “Microsoft and PM Resource Group really came to our rescue, helping us not just with the technol​ogy but also with how to address the project management piece along with the tool. Microsoft saved the day when they intro​duced us to PM Resource Group, who helped us pull all the pieces together to allow us to move forward correctly.”

By delivering training in each department before deploying the EPM Solution, Metro is making sure that tools are being placed in knowledgeable hands for the benefit of the entire organization. “Metro is not only implementing an effective tool with the Microsoft Office EPM Solution, but it’s also using appropriate training to empower its people with an understanding of how these tools can provide benefits to all levels of the organization,” says Tracy Jacob, Business Process Analyst for PM Resource Group. 

Current Status

The success of the ITS pilot justified Metro’s decision to make an enterprisewide switch to the Microsoft Office EPM Solution and add more departments to the system. Currently, Metro’s Justice Integration Services, Human Resources, Finance, and ITS groups are using the EPM Solution. The Police department and General Hospital executives and project managers have undergone training, so those departments soon will be up and running on the new solution. And the list of Metro users eagerly awaiting this valuable tool continues to grow. 

Project managers publish and maintain their plans in the new system, while Metro executives use it around the clock to see the status of each project in its life cycle. The PMO uses the solution on a weekly basis to report to ITS management the status of the entire portfolio of projects.  

Metro uses the EPM Solution to manage a variety of projects that affect departments across the organization. The largest project currently underway is the organization-wide replacement of mainframe computers, which will take place over the course of three years. The ITS department also uses the solution to handle smaller projects, such as firewall management and a Microsoft Exchange Server migration. 

“With just four departments on the new system, we’re already running approximately 23 projects and most of those are for ITS,” says Gilbert. “We anticipate that this number will grow to 150 active projects as we bring other departments on board.” For example, the Finance department has undertaken a business process reengineering project that takes advantage of the EPM Solution. The Police department and Metro-run hospitals will use it primarily to manage IT-related projects.

Metro plans to add to the four templates in its current project management arsenal, including a construction template for the Real Property Services department.

Benefits

The Metropolitan Government of Nashville and Davidson County is relying on its new standardized methodologies, thorough training, and the powerful Microsoft Office EPM Solution to help its project managers create better work plans, track them more effectively, and post them for other managers and executives to see. The solution provides Metro with better visibility into its project portfolio and helps executives organize and prioritize projects, approve work, conduct earned value analyses, measure perfor​mance, and view real-time progress. 

Better Portfolio Visibility and Resource Management

Previously, Metro had no ability to see the full spectrum of projects in or awaiting produc​tion. Some mission-critical projects took a back seat to other projects for departments with larger budgets, occasionally leaving smaller departments without key capabilities. Today, the organization has full visibility into its entire portfolio of ITS projects, giving Metro the ability to make smart decisions with regard to project prioritization. 

“Smaller departments aren’t always able to be the squeaky wheel that gets the grease,” says Keck. “However, a seemingly minor project may be more business critical than some of the large projects for higher-profile departments that previously were getting pushed through ahead of other requests. The new visibility and prioritization abilities that we get from the Microsoft Office EPM Solution definitely help when it comes to fairness of resource allocation throughout our organization.”

The organization already is identifying proj​ects with overallocated resources, as well as available resources for assignment, and it now has the means to more effectively balance its projects and resources. “Tracking projects using the EPM Solution has greatly increased our ability to realistically determine the number of projects that we can manage, given available resources,” says Keck. 

The solution also lends the ITS department credibility within the Metro structure. “The new concrete visibility that ITS has is causing our executives to tell us, ‘I get it! I knew you were busy, but now I know why,’” says Gilbert. “They understand that some projects have to be assigned a lower priority because we don’t have the resources to tackle everything at the same time with the same focus. The EPM Solution has really helped us evaluate project priorities accurately, rather than having to guess what was most important. It’s a relief not being stuck in the middle, trying to figure out our executive management’s priorities and which IT projects to do first to support those priorities.”

Improved Organizational Capabilities

Because the Microsoft Office EPM Solution provides a central location for the latest project-related information, Metro is finding that it is able to be more systematic in its project management. “I appreciate the fact that there’s now just one place to go to see up-to-the-minute versions of project plans, budgets, and so forth,” says Walter Jarrell, ITS Application Development Division Manager for the Metropolitan Government of Nashville and Davidson County. “The EPM Solution saves me the time it used to take to hunt down up-to-date information.”

Department accountability has increased because stakeholders all know that infor​mation is available immediately, thanks to the centralized document management in the EPM Solution. Project managers and execu​tives can track and view status overall or by project, by department, by schedule, and so on, so missed deadlines and unmet objec​tives fall under greater scrutiny. 

Metro particularly appreciates the ability to control which users are able to see which projects within the EPM Solution. The organ​ization specifically asked PM Resource Group to go back through the solution’s configura​tion to make sure the EPM Solution security model would deliver the detailed level of con​trol over users’ access to project information that Metro required. “As a public sector entity, we have to be especially careful when it comes to controlling confidential informa​tion,” says Gilbert. “The security model in the Microsoft Office EPM Solution really does the job for us.”   

The new solution also helps Metro see where certain projects affect other potential proj​ects, which helps the organization place them in a logical order. “We can be more efficient because we can see what needs to be in place with one project before starting a second, which makes that second project run more quickly or smoothly,” says Keck. 

Real-Time Reporting 

A big part of the value that Metro receives from its Microsoft Office EPM Solution is the ability for accurate performance reporting—measuring projects and standard deliverables (including project plans, communications plans, risk plans, and approvals), viewing real-time progress, tracking milestones, and managing quality. The organization can cap​ture and report information in a consistent way in a single repository, so data integrity is assured. Metro’s PMO uses the solution to produce weekly reports on the status of the entire portfolio of projects, which it shares with ITS senior management. 

The enhanced reporting capabilities are particularly useful when it comes to issue resolution. Metro is ironing out a number of difficulties related to the availability and thoroughness of status reports. No longer mere static documents, these reports now are available all the time and updatable in real time by going to the server. 

“Having a centralized tool with lists of all the projects and lists of issues associated with them helps us prioritize projects based on risks and achieve faster issue resolution,” says Keck. “Plus, if a project does get stopped, we can see why and quickly respond.”

Increased Collaboration and Productivity

Using the Microsoft Office EPM Solution has helped improve Metro’s communication within project teams in the ITS department, illustrating areas where project objectives intersect or even oppose one another. The organization has been able to improve its productivity through enhanced team col​laboration, increasing communication of tasks and status, and decreasing time spent in meetings.  

“The Microsoft Office EPM Solution has already proven its worth by effecting change in our project management culture with a tool that allows us to effectively collaborate around accurate project information,” says Keck. “We’re also seeing an improvement in project participation between departments.”

Use of the solution is revealing communi​cations issues that used to impede project progress. Now, once these issues come to light, Metro employees have a better path for resolving them. Says Gilbert, “The Microsoft Office EPM Solution fosters thorough com​munication between our departments. We’re now able to realize where project objectives line up or where schedules might conflict.” 

Enhanced Decision Making

Ultimately, better visibility, organization, reporting, and collaboration all lead to more strategic leadership for the organization. Being able to view projects across depart​ments enhances Metro’s ability to make decisions about current and future projects. Real-time information means that the organ​ization can respond quickly to issues, and the standardized reporting mechanisms mean more accurate project prioritization. 

“Now we have a realistic ability to manage the number of projects we’re handling, and there’s much greater accountability for everyone involved,” says Keck. “This is because projects are listed along with their milestones, schedule, progress, and budget information for lots of people to see. It’s causing people to estimate more realistically and accurately, which will be healthier for Metro in the long run.”

Next Steps

Though Metro currently has many groups who use the Microsoft Office EPM Solution, the organization plans to continue to add team members and resource managers in the near future. Metro holds new training classes on the use of the EPM Solution for project managers and executives on a monthly basis. 

Metro plans to expand not just the number of personnel using the EPM Solution, but also the ways in which they are using it. Says McKinney, “We plan to use the Microsoft Office EPM Solution to help maximize our return on investment, manage enterprise resources, and map projects to our business strategies, all of which will boost Metro’s efficiency as we continue to look for ways to better serve our citizens.”


Microsoft Office System
Microsoft Office is the business world’s chosen environment for information work that provides the software, servers, and services that help you succeed by transforming information into impact. For more information about the Microsoft Office System, go to:
www.microsoft.com/office 
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“The new visibility and prioritization abilities that we get from the Microsoft Office EPM Solution definitely help when it comes to fairness of resource allocation throughout our organization.”


Margaret Keck, Manager of ITS Enterprise Services, Metropolitan Government of Nashville and Davidson County
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For More Information


For more information about Microsoft products and services, call the Microsoft Sales Information Center at (800) 426-9400. In Canada, call the Microsoft Canada Information Centre at (877) 568-2495. Customers who are deaf or hard-of-hearing can reach Microsoft text telephone (TTY/TDD) services at (800) 892-5234 in the United States or (905) 568-9641 in Canada. Outside the 50 United States and Canada, please contact your local Microsoft subsidiary. To access information using the World Wide Web, go to:�� HYPERLINK "http://www.microsoft.com" ��www.microsoft.com� 





For more information about PM Resource Group products and services, call (404) 247-6968 or visit the Web site at:�� HYPERLINK "http://www.pmresourcegroup.com" ��www.pmresourcegroup.com� 





For more information about Metropolitan Government of Nashville and Davidson County, call Information Technology Services at (615) 862-6300 or visit the Web site at:�� HYPERLINK "http://www.nashville.gov" ��www.nashville.gov� 











“If the new Microsoft Office EPM Solution hadn’t had tight security and control, it would have been a show stopper for us.”


Marsha Gilbert, Manager, ITS Project Management Office, Metropolitan Government of Nashville and Davidson County  
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Team Member Usage (as of April 2004)�
�
Resource Manager Users (#)�
10�
�
Executive Users (#)�
16�
�
Other Users (#)�
110�
�
Active Projects Expected (#)�
150�
�
Average Project Duration (time)�
6 to 9 months�
�
Largest Project Expected (time)�
3 years�
�
Project Templates Used (#)�
4�
�






“Metro is not only implementing an effective tool with the Microsoft Office EPM Solution, but it’s also using appropriate training to empower its people with an understanding of how these tools can provide benefits to all levels of the organization.”


Tracy Jacob, Business Process Analyst, �PM Resource Group
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