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1 PROJECT CLOSURE REPORT PURPOSE
	Purpose

	The Project Closure Report is the final document produced for this phase of the Information Management Strategy project and is for use by Senior Management to assess the success of the project, identify best practices for future projects, formally close this project as the 1st phase of the Information Management Strategy deployment programme and resolve all open issues to be included in future projects.





2 PROJECT CLOSURE REPORT OBJECTIVES
	Objectives

	This Project Closure Report is created to accomplish the following objectives:
· Review and validate the milestones and success of the project.
· Confirm outstanding issues, risks, and recommendations.
· Identify project highlights and best practices for future projects.
· Provide official closure of the project.
· Outline tasks and activities required for future phases and projects.





3 PROJECT CLOSURE REPORT SUMMARY
3.1 Project Background and Overview
	Background and Overview

	· The original goals, objectives, and success criteria for this phase of the Information Management Strategy
· To establish and maintain an Information Management Strategy function with the required capabilities and capacity to ensure alignment with business needs and Government’s requirements 

· To enable the creation, collection and storage of information which will inform and support all functions for decision-making and service delivery

· To ensure the integrity of all information/data captured, supplied and used within the drive to fight AIDS and relief poverty

· To provide an integrated information network between all relevant stakeholders

· To develop and sustain a system that supports the transfer and dissemination of knowledge between stakeholders and communities

· To ensure compliance to Governance requirements(Standards)

· To promote awareness and facilitate change management
The following were critical to the success of the project:

· The information provided by employees and other stakeholders to be accurate and in a usable format.

· The project input conforms to the agreed project deliverables
· The buy-in and support of top management demonstrated



3.2 Project Approach
The approach of the Consulting team to any project of this nature is driven purely from a business perspective requirement perspective. This implies that no technology is discussed or suggested for acquisition or implementation unless it can truly add value to the service delivery side of things. The following figure depicts the Integrated Approach model that contains the primary internal elements of a business as well as the manner in which they interrelate with one another. For the information management strategy however the team will focus on the information capturing, storing and dissemination within the business. The strategy will thus reflect the findings in terms of the existence and usage of information. Stemming from this will be an analysis of the effectiveness and efficient usage of information.
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3.3 Project Highlights and Best Practices
	Project Highlights and Best Practices

	Project Highlights:
· The development of a usable Enterprise Architecture (EA) framework as a future structure to capture and represent information.
· The different deliverables that were delivered:
· “As is” report

· Gap Analysis

· IM Strategy

· Technology Plan

· Additional deliverables:
· The EA for further development

· The Executive summary

· The Implementation Guide

Best Practices for the future:
· Use an accredited project management methodology

· Clearly defined scope with clear boundaries
· Comprehensive planning is critical
· Have clarity on the exact user requirements

· Do not overload individual milestones

· Get official plan approved and publish it

· Use automated project tools where possible

· Practice and manage change control formally

· To prevent scope creep

· Conduct regular project and sponsors meetings

· Do project post mortem with a closure report


	


The following figure highlights the crucial steps that were adhered to as part of the project management methodology during the development of the enterprise architecture.
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3.4 Project Closure Synopsis
	Project Closure Synopsis

	The project is closed due to the fact that project has reached the end of the projected time frame. 
· It is further closed because all project objectives and deliverables have been met
· The projects proposed are the next level towards the full enterprise continuum of building an enterprise architecture and realising information management within the department.
The project has also reached an implementation decision point were there now needs to be future projects initiated.




4 PROJECT METRICS PERFORMANCE
4.1 Goals and Objectives Performance

	Goals and Objectives Performance

	The overall project was done within the budget and timeframe specified despite the fact that it ran late due to various factors outside the scope of the project.



4.2 Success Criteria Performance

	Success Criteria Performance

	· All of the success criteria were achieved as initially anticipated.
· We could not completely build the required Intranet as the Intranet was redeveloped. 
· Some scheduled work sessions with the business units did not materialise as employees were unprepared.
· The purpose of the establishment of an enterprise architecture is to make categorised information available to the employees.



4.3 Milestone and Deliverables Performance

	Milestones and Deliverables Performance

	Milestones:

1. As-Is Report                                                23 March 06

2. Gap Analysis Report                                   19 May 06

3. Information Management Strategy              28 May 06

4. Information Plan                                          15 June 06

5. High level Implementation plan                   30 June 06

· All deliverables were achieved with relative high quality and customer appreciation and acceptance.
· The actual achievement of milestones were delayed and hampered because of the difficulty to have regular workshops as defined as well as certain progress meetings.
· Actual achievement of the full value of the enterprise architecture will only be possible once the intranet is populated and the complete development, rollout and training were done.



	Schedule Performance

	Project Schedule Overview:
The schedule was managed using MS project and was managed well with regular updates. The information sharing between the customer and consultants was also very good in that we got the relevant information communicated at all times. We did experience a delay from a time element but that did not hamper the progress and quality of the schedule and project
Project Schedule Control Process:

The project was managed using a recognised and acceptable project management methodology based on the PMBOK concepts.
Project Schedule Corrective Actions:

Corrective action only impacted rescheduling of certain tasks and deliverables to extend the project end date.
Project Schedule, Integration with Managing Project:
The involvement of business as part of the integration of the requirements definition to facilitate the population of the enterprise architecture did not go well. The team had to rely on inputs received from a limited number of workshops and secondly from input given by the IT section based on their knowledge of the business. The verification of the processes from the business did not happen but hopefully will provide a starting point for the development of business process in the department.



4.4 Budget Performance

	Budget Performance

	Project Budget Overview:

The initial budget set for this project was R 892 000 with R80 000 for S&T. the final actual for the project was well within this budgeted S&T figure.
Project Budget Corrective Actions:

Although at some stage during the project deployment there were concerns raised that the team might not finish within the budget there actually were no financial corrective actions as the project was done within the proposed budget, however the end date had to be moved because of certain delays.


4.5 Metrics Performance Recommendations
	Metrics Performance Recommendations

	A separate document called implementation guide were developed to guide the department in terms of specific actions and projects for the future rollout of information management.
A copy was handed to the client.

The client must embark on a process of evaluating and updating the EA regularly.





5 PROJECT CLOSURE TASKS

5.1 Resource Management
	Resource Management

	· The architect resource that resigned at the start was not replaced
· Part of the extension on time was because of delayed workshops and one on one sessions with the senior management
· Before the conclusion of this project some resources were assigned to another project as this project was nearing its end.

· By working in close collaboration with departmental staff Information management were transferred for the use on future projects.
· A fair amount of additional hours were worked but not billed.



5.2 Issue Management

	Issue Management

	· For any future phases the process of regular direct management involvement to ensure employees comply with project requirements as well as steercom and project progress meetings will have to be adhered to.
· There will have to be more regular reports not just on project progress for the team and steercom but informing top management on the specific requirements were their involvement is needed and the overall employee involvement.



5.3 Risk Management

	Risk Management

	Project Risks Mitigated:
· The quality and accuracy of all relevant information obtained from the MSP and users were not always clear.

· The required users were not readily available when needed and authoritative and enforceable decisions could not be given.

Outstanding Project Risks:

· The launching of the future phases to rollout the architecture with the required user training.
· The time lag between the current project and the next phases of the recommended projects.




5.4 Quality Management
	Quality Management

	· The use of existing case studies and guidelines such as TOGAF, Zachman and other frameworks to set the standards for the proposed EA.

· The use of PMBOK project management principles to manage the project

· Change control and corrective action were integrated into the project management methodology, resulting in the application of the necessary quality control measures to provide quality assurance.]



5.5 Communication Management

	Communication Management

	The main communication vehicles were project progress reports and project team progress meetings.

· There were steercom meetings and limited top management progress meetings 
· Unfortunately no media communication was embarked on.
· An attempt to use the intranet was not successful



5.6 Customer Expectation Management

	Customer Expectation Management

	· Regular project meetings and discussions with the customer ensured that the team were conversed with the customer’s expectations and understanding of the project deliverables.



5.7 Asset Management

	Asset Management

	There were no departmental assets involved in this phase of the project the team did not have access to the departmental network.
The consultants were expected to use their own laptops and cell phones.


5.8 Lessons Learned

	Lessons Learned

	· For improved communication and project collaboration future teams must have access to the departmental network.

· The communication and work relation activities of the team and the departmental members, and information dissemination processes worked well.
· The knowledge transfer to the department as a whole lacked depth as not enough time was allowed for interaction with employees.


5.9 Post project Tasks

	Post project Tasks

	The following are the main milestones for the next phase of the development of an enterprise architecture: for DPW
· The setup and population of the Intranet so that people can have access to categorised information when needed.
· The involvement of the districts to accept the framework and agree to assist with the population.

· The development of a rollout plan and training material for the Head Office and the districts.
· It is critical to embark on the next phases of the identified projects to get the full benefit of the strategy.



5.10 Project Closure Recommendations

	Project Closure Recommendations

	· The main recommendation is to gain project closure approval from the Project Sponsor,
· Secondly to obtain agreement that the project has fulfilled its requirements as initially proposed and documented 
· and that the Project Sponsor is satisfied that all listed items can and will be addressed as part of the future phases of the information deployment.





6 PROJECT CLOSURE REPORT ACCEPTANCE AND APPROVALS
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