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Introduction and Purpose
The purpose of this document is to clearly define how the Shared Service Email Project will re-engage agencies in project planning activities.  
This plan provides a framework for informing, involving, coordinating, planning and obtaining buy-in from all agency participants throughout the duration of the project and serves as a precursor to the project communication plan.  
The plan documents key roles for the project team and the agency project teams.  These roles are critical to project success.  These persons will serve as the change agents for their agencies to coordinate with the project. 
Key events for re-engaging agency project teams are identified.  The method for engaging in project planning activities is intended to clarify how the project team will work with the agency team to reach the objectives of implementation of the Shared Service Email offering.
Background

On February 10, 2009, Governor Gregoire issued Governor’s Directive 9-02, directing state agencies to provide full assistance and support in the development and implementation of a shared services model. The Governor stated that, “Sharing administrative functions between agencies will allow you to focus on your core missions of providing essential services to Washingtonians. I expect that our new shared services approach and governance structure will capture the benefits of economies of scale in a way that ensures good customer service to the client agencies.”

 In response to adopting the shared services model and its governance, an Email shared service project was identified, and approved by the state CIO’s. The overall purpose to stand up a new Email service is to optimize the value of IT by concentrating like Email services from across state agencies to a central service to lower costs and improve service. The new Email shared service was created through adoption of the Washington State Shared Services Model and identified as a learning experience to improve the shared services model.

This project meets the Governor’s directive by providing a Shared Email Service.  The outcomes from this effort reinforce the generally accepted benefits for a shared service which include:

· Drive cost and effort out of line and support services, including IT services

· Add value to line and support services

· Leverage existing agency resources, data and processes
· Avoid duplication
· Reduce risk

· Reduce time for problem resolution

Agencies have been participating with the Shared Services Email Advisory Committee, the newly formed Shared Services Email Steering Committee, the Customer Advisory Board, the Email Technical Advisory Group (ETAG), specific planning meetings with DIS team members for Vault retention policy work, BlackBerry® migration work and planning for the Shared Services Email Offering.  This document outlines the going forward agency engagement plan describing how the project will work with agencies as they both plan for and migrate to the Shared Services Email Offering.

Coordinated planning between the project team and the agency project teams is critical to the Shared Services Email implementation.  This document describes both the project team and agency roles to support the implementation as well as the method for specific engagement and collaboration for pre-cutover, cutover and post-cutover phases for an agency implementation.  Dissemination of knowledge about the project is essential to the project’s success.  The agency sponsors and stakeholders, steering committee, project team, agency team and users are participants in the project.  They desire to know the project planning, status and how they are affected.  The more people informed about the planning progress of the project and how it will help them in the future, the more they will participate and benefit.
A significant number of project resources and agency resources are involved in this project.  By effectively engaging with them the project can accomplish its work with support and cooperation of each stakeholder group.  Agency CIOs have been sponsors within agencies as they have participated in the Shared Services Email Advisory Committee and the Shared Services Email Steering Committee.  Agency CIOs will continue to be important sponsors and stakeholders for the project. 
This Re-Engagement Plan includes the following elements:
· Project Roles and Agency Roles
· Re-Engagement Plan
Project Roles and Agency Roles for the Shared Services Email Project

This section contains a description of the various roles that are covered in this Re-engagement Plan.  The following table identifies each role for the project team and their vested interests and expectations.  It also identifies each role for the agency project team and their vested interests and expectations.  The key roles identified from the Project Team and for the Agencies are noted here:

Project Team:
· Shared Services Email Project Manager

· Project Implementation Manager

· Project Client Liaison and Project Small Agency Client Liaison

· Project Implementation Coordinator

· Project Vault Retention Policy Coordinator
Agency Project Team:
· Agency Implementation Coordinator

· Agency Technical Lead

· Agency Vault Retention Policy Lead

The Project Implementation Coordinator will work directly with the Agency Implementation Coordinator to ensure all planning is well defined to support Pre-Cutover, Cutover and Post-Cutover planning and migration.  Agencies will be assigned a Project Implementation Coordinator and will work with either the Project Client Liaison or the Project Small Agency Client Liaison.
	Table One – Details Describing Project Roles and Agency Roles

	Role
	Description
	Interests
	Points of Coordination

	Shared Services Email Project Manager
	· Develop and execute project plan for the Shared Services Email Project
	· Project strategy

· Project Scope, Schedule, Budget

· Appropriate deployment and use of resources

· Project progression

· Policy development 

· Performance of Shared Services Email offering

· Customer agency satisfaction
	· Coordinate with Executive Sponsor

· Coordinate with Project Sponsor

· Communicate with teams as required including:

· Project Team

· Steering Committee

· Agency Management as requested

· ETAG

· CAB

· Enterprise Architecture Committee



	Project Implementation Manager
	· Develop and execute implementation plan

· Coordinate activities of agency and DIS project teams in accordance with duties defined by the project manager and this plan
· Manage production cutover activities focusing on field implementation

· Prepare state implementation team resources to participate in implementation teams

· Ensure project team technical readiness activities

· Validate with agency contacts agency readiness
	· Project strategy
· Appropriate deployment and use of resources
· Project progression
· Policy development 

· Performance of Shared Services Email offering
· Customer agency satisfaction
	· Coordinate with Shared Services Email Project Manager
· Communicate with agency project teams
· Communicate with other teams as required including:  
· Project Team

· Steering Committee

· Agency Management as requested

· ETAG

· CAB

· Enterprise Architecture Committee

	Project Client Liaison & Project Small Agency Client Liaison
	· Oversee communication activities with agencies

· Report agency deployment/preparation status

· Implement agency communications plan tasks and activities

· Facilitate assessment of and appropriate changes to agency procedures, operations, systems and policies

· Ensure that project activities are integrated and coordinated with other state and agency initiatives and projects

· Ensure project supports documented agency requirements

· Provide input to the agency-specific implementation plans

· Prepare implementation team resources to participate in agency implementations
· Coordinate agency kick off meeting
	· Project Strategy

· Changes to business operations and policy

· Implementation of Shared Services Email

· Project deliverables

· Project Readiness Materials

· Customer agency satisfaction
	· Coordinate with Project Implementation Manager

· Coordinate with Project Implementation Coordinators 

· Communicate with agency teams

· Coordinate agency kick off meeting



	Project Implementation Coordinators
	· Responsible for the day to day coordination with each agency to support Pre-Cutover, Cutover, and Post Cutover Planning

· Coordinate with project team for all project readiness deliverables
· Lead recurring and ongoing agency coordination meetings

· Coordinate agency issue management 
	· Implementation of Shared Services Email for specific assigned agencies

· Project deliverables

· Project Readiness Materials

· Project Check lists

· Project sign-offs

· Customer agency satisfaction
· Changes to business operations and policy for assigned agencies
	· Coordinate with Project Client Liaison and Project Small Agency Client Liaison

· Coordinate with Agency Implementation Coordinators, Agency Technical Leads and Agency Vault Retention Policy Coordinators

	Project Vault Retention Policy Coordinator
	· Responsible for providing planning coordination and information to agencies as they prepare the agency retention policy work
· Coordinate and provide training sessions for agency teams
	· Implementation of Shared Services Email for specific assigned agencies

· Project deliverables for Vault
· Project Readiness Materials for Vault
· Project Check lists for Vault
· Project sign-offs for Vault
· Customer progress in Vault Retention Policy Development 
· Changes to business operations and policy for assigned agencies
	· Coordinate with Project Client Liaison and Project Small Agency Client Liaison

· Coordinate with Project Implementation Coordinators

· Coordinate with Agency Implementation Coordinators and Agency Vault Retention Policy Coordinators

	Agency Implementation Coordinator
	Responsible for the day to day coordination on behalf of the agency in support of agency readiness activities including:
· Coordinate agency points of contact for the project including:

· Agency Technical Lead
· Agency Vault Retention Policy lead
· Coordinate with Project Implementation Lead

· Support Pre-Cutover, Cutover, and Post Cutover Planning

· Coordinate with project team for all project readiness deliverables

· Lead recurring and ongoing agency coordination meetings

· Coordinate on behalf of the agency the agency issue and risk management


	· Implementation of Shared Services Email for the agency

· Project deliverables

· Project Readiness Materials

· Project Check lists

· Project sign-offs

· Customer agency satisfaction
· Changes to business operations and policy for assigned agencies


	· Coordinate with Project Client Liaison and Project Small Agency Client Liaison

· Coordinate with Agency Implementation Coordinators, Agency Technical Leads and Agency Vault Retention Policy Coordinators

	Agency Technical Lead
	· Responsible for providing planning coordination and information on behalf of the agency in preparation for technical aspects of the planning and implementation involving:
· Pre-cutover activities

· Cutover activities

· Post-cutover activities


	· Implementation of Shared Services Email for the agency

· Project deliverables

· Project Readiness Materials

· Project Check lists

· Project sign-offs


	· Coordinate with Agency Implementation Coordinator

	Agency Vault Retention Policy Lead
	· Responsible for providing planning coordination and information on behalf of the agency in preparation for retention policy work.
· Coordinate training sessions for agency teams
	· Implementation of Shared Services Email for specific assigned agencies

· Project deliverables for Vault

· Project Readiness Materials for Vault

· Project Check lists for Vault

· Project sign-offs for Vault

· Customer progress in Vault Retention Policy Development 

· Changes to business operations and policy for assigned agencies
	· Coordinate with Agency Implementation Coordinators and Project Vault Retention Policy Coordinators


Re-engagement Plan for Shared Services Email Project Implementation
The following table outlines the events for re-engagement that will occur to support the Shared Services Email Implementation project.  There are many Pre-Cutover planning activities that must be initiated in the near term to ensure successful agency cutovers.  
	Table Two – Approach for Re-engagement and Associated Events

	Event
	Communicator
	Audience
	Channel
	Timing
	Outcome or Deliverable

	Publish Shared Services Email Offering Summary
	Project Manager
	Agency Management
Agency team members

Agency users 
	Shared Services Email IT Transformation Site
	March 9, 2011
Establish quarterly review to ensure current
	Shared Services Email Offering posted on IT Transformation Site

	Engage CIOs through communication from Executive Sponsor, to lift the pause and identify Agency Roles.
Provide information to CIOs about how the project will interface/engage with the agencies.  Review roles and responsibilities. 
	Executive Sponsor to send communication, follow up by the Project Implementation Manager, Project Client Liaison and Project Small Agency Client Liaison
	CIOs and small agency contacts
	E-mail

	Beginning March 7 through end of March 2011
	List of agency contacts for 3 identified positions:  
· Agency Implementation Lead

· Agency Technical Lead

· Agency Retention Policy Lead

	Kickoff Meeting for Re-engagement with Agency Implementation Coordinators 
	Project Implementation Manager, Project Client Liaison and Project Small Agency Client Liaison.  Participation will include Shared Services Email Project Manager, and potentially Project Sponsor and/or Executive Sponsor.
	Agency Implementation Coordinators 
	In person meeting 
	Target end of March 2011 
	2 Kick-off meetings, one specific for small agencies

	Multi-Agency Engagement Meetings 
	Project Implementation Manager

Project Client Agency Liaison

Project Small Agency Client Liaison
	Agency Implementation Coordinators

	In person meetings
	Monthly engagement meetings from April, 2011 through end of project
	Meeting to provide for ongoing dialogue with Agency Implementation Coordinators

	Project Customer Engagement Communication via email distribution
	Project Implementation Manager

	Agency Implementation Coordinators
	Posting to Shared Services Email Implementation IT Transformation site
Email
	Monthly following the Monthly Agency Engagement Meetings
	Email and update posted to IT Transformation site

	Kickoff of Agency Implementation Meetings:

	Project Implementation Manager
Project Client Agency Liaison and/or Project Small Agency Client Liaison
	Agency Implementation  Coordinator
Agency Technical Lead as required
Agency Vault Retention Policy Lead as required
	Meeting
	To be established, but assume weekly 
	Project meeting with summary meeting minutes and action/issues
Will include coordination for Pre-Cutover, Cutover and Post-Cutover activities

	Review of Project Planning Deliverables

Review/walk-thru of planning materials for:

· Pre-Cutover Planning for Email/Filtering/Mobile.wa.gov

· Vault

· Secure Email
	Project Implementation Manager

Project Client Agency Liaison and/or Project Small Agency Client Liaison
	Agency Implementation  Coordinator

Agency Technical Lead as required

Agency Vault Retention Policy Lead as required
	Will be included as part of the Monthly Multi-Agency Engagement Meetings and the Agency Implementation Meetings
	Aligned with Monthly Multi-Agency Engagement Meetings and with the Agency Implementation Meetings
	Review of Planning Deliverables

	Shared Services Email Implementation Project SharePoint Site Postings
	Project Sponsor

Email Shared Services Project Manager

Project Implementation Manager

Project Client Agency Liaison and/or Project Small Agency Client Liaison
	All agency project team members
	Project Documents 

FAQs

Schedules 
Plans
Status Reports
Checklists
Sign off documents
	Ongoing
	Single location for Project working documents, checklists, sign off documents

	Technical Briefing Sessions on elements of the Shared Services Email Offering
	Project Technical Manager
Project Technical Team Subject Matter Experts (SMEs)
	Agency technical groups interested in learning more about the Shared Services Email offering and associated planning activities 
	Presentation
	As scheduled
	Briefing Sessions
Specific sessions planned include:

· Email, Filtering, & Mobile.wa.gov

· Vault

· Secure Email

	Technical Readiness Validation for Agency

· Workstation

· Network connectivity

· Help Desk
	Shared Services Email Project Manager

Project Implementation Manager
	Agency Implementation  Coordinator

Agency Technical Lead as required


	On-site meeting at customer location
	Scheduled per agency
	Sign off document to assert technical readiness

	Kickoff for Best practices Meetings
	Project Client Agency Liaison
Project Small Agency Client Liaison


	Partnerships Management

One Stop Operations
	Oral Briefing and Briefing Notes
	Bi-Monthly
	Sharing of Best Practices

	Kickoff for Service Desk/Help Desk Review meetings
	Client Agency Liaison
Small Agency Client Liaison


	Agency Implementation  Coordinator

Agency Technical Lead 
Agency Service Desk/Help Desk personnel

	Meetings and/or WebEx sessions
	Quarterly
	Updated Best Practices for Best Practices Reviews



