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Project Kick-off Meeting
1. PURPOSE

The purpose of this guidance document is to serve as work instructions for initiating and conducting a Project Kick-off Meeting.
The Project Kick-off Meeting is held in order to bring the development team together and to ensure that the entire team is aware of the details surrounding the project. The meeting is to be used for the purpose of discussing, in detail, the Work Breakdown Structure (WBS), major milestones, reviews to be generated, and for general discussion. 
A face-to-face meeting should be held, if possible. This will give the team the opportunity to focus entirely on the project and will allow them to fully engage all team members.  If a face-to-face meeting is not possible, it is highly recommended that a series of video/audio conference calls be held within a week’s timeframe in order to ensure that all necessary information regarding the project is covered.

2. RESPONSIBILITIES 

a. Program Executive Office (PEO) Directors.  All PEO Directors are required to ensure that a Project Kick-off Meeting is scheduled for all new projects.

b. Program Managers.  Program Managers, or designees, are responsible for:

(1) Providing the input documents for the meeting;

(a) Project Management Plan (PMP); 
(b) Project Schedule;
(c) Project Charter;

(d) Project Planning Checklist;
(e) Completed VistA Research Plan (if applicable); and 
(f) Completed Application Profile (for application-type projects)

NOTE: The VistA Research Plan and Application Profile are part of the 
VistA Research Artifacts that the Analysts Office is responsible for assisting the development teams in creating. 
(2) Coordinating the meeting;

(3) Being the primary spokesperson during the meeting; 
(4) Identifying, recording, and distributing all meeting issues and action items; and

(5) Ensuring the minutes are posted in TSPR.
3. STEPS
a. The face-to-face meeting or video/audio conference calls should be scheduled within two weeks from the date the Project Charter is signed.
b. Request assignment of a Security Engineer by sending an email via Outlook to the mail group LeadSecurityEngineer@va.gov. 
c. Request Enterprise Infrastructure Engineering services by sending an email via Outlook to the mail group VA IT ESE Requests.  This request will be tracked and managed in the ESE Intake System, and resources will be assigned as appropriate to provide the following services: 

(1) Business Needs and Strategic Alignment (BNSA) will designate a Requirements Analyst to participate as a project member and resource.  BNSA will facilitate the coordination of any necessary expert ESE System Engineers for preliminary analysis and will assist in the identification, definition, and documentation of any technical requirements as well as preliminary design, life cycle budgeting, planning, etc.

(2) The SDE Program Administration Office (SDE PAO) will assign an SDE PAO Project Manager to collaborate with the Program Manager on project planning for infrastructure engineering activities, and coordinate the SDE activities in support of the project.

(3) The Release Management Section of ESE Lifecycle and Release Management Division will assist with defining all required documentation for certification and final approval to release an application or service into production. This will facilitate the final Release Approval process by assisting in the identification of mandatory documentation required to certify and approve a product or service that will be installed into VA IT production accounts and also entered into the national Configuration Management Database as an approved change to the VA IT operating baseline.

(4) The Lifecycle Management Section of ESE Lifecycle and Release Management Division will assist projects in ensuring inclusion of all appropriate steps of the full lifecycle or the project.  Special attention will be directed to the Operations and maintenance aspects of the project in regards to future funding and resourcing of the project as it passes from development into a production mode.  Discussions will take place throughout the lifecycle of the project in order to facilitate smooth transitions through all phases. Please contact the Lifecycle and Release Management Division (VA OIT ESE Release Services and VA OIT ESE Lifecycle Management) early in your planning process to ensure both sections are aware of the project and can begin the effort to assist in the planning and processing of their respective areas.
(5) ESE Enterprise Testing Services (ETS) will define and set expectations for Operational Requirements (Capacity, Performance, etc) and ESE Enterprise Testing Services test and deployment activities. 
d. Request the assignment of a Software Engineering Enterprise Requirements Management Analyst (Enterprise RM Analyst) to support the development team in receiving Enterprise-Level requirements and assist in requirements elaboration and interpretation. The request can be made by sending an email via Outlook to VA OIT OED SE Enterprise Requirements Management.

NOTE:  Identified Enterprise-Level requirements that are extracted from the centralized Enterprise Requirements Management Repository are allocated to a project as a supplement to business requirements. This will ensure complete coverage of a wide variety of functional and non-functional requirements pertaining to laws, directives, mandates, regulations, standards, architecture, security, accessibility, privacy, system quality, and system interoperability.
e. Request the assignment of a Section 508 Compliance Engineer to assist the project team with creating a compliant product.  This person will assist with a wide variety of Section 508-related functions to include team training, determining requirements, legal questions, technical issues, process liaison, and product evaluations and certification.  This request can be made by contacting the Section 508 Office and the Outlook mail group Section 508.
f. Veterans Health Administration (VHA) Employee Education System (EES) IT National Training and Education Office will provide support to IT initiatives, and the education project manager will coordinate with the project team in the development of the project training plan. Forward requests for training support to the VA IT Training Requests mail group.
g. Request the assignment of a Product Support (PS) Release Coordinator (RC) via the appropriate Product Support Manager.  If you are unsure of the appropriate Product Support group, you can make your request via the 005QD3 Product Support Managers mail group.  The Product Support Release Coordinator will be an active member of the project team throughout the entire life cycle, The PS Release Coordinator will serve as an approver in the release process.

h. Field Operations and Development (FOD) 

(1) Requests will be tracked and managed in the FOD Intake System.

(2) The message should be sent to the mail group VA IT SDE Requests with “Project Team Support Request” in the Subject Line.

h. If desired, request assignment of a staff member from the Process Management Service 

(1) Process Management Service  will be able to assist the team throughout the project’s lifecycle with process questions as well as serving as ProPath mentors for the team. 

(2) Request can be made by submitting a change request at http://vaww.oed.oit.va.gov/process/change_control/ 
i. If a face-to-face meeting is to be held:
(1) The Program Manager, or designee, should arrange for the location of the meeting and make all necessary preparations;

(2) Send on Outlook message advising the team of the meeting details;

(3) Include the following functions or responsibilites as recipients:
(a) Software Development;
(b) Project Management;
(c) Product Support (exclude for benefits and memorial applications);
(d) Section 508 Compliance;
(e) Implementation Management;
(f) Project Planning;
(g) Business Sponsor;
(h) Busines Subject Matter expertise;
(i) Information Protection expertise (Security and Privacy);
(j) Enterprise Infrastructure Engineering Subject Matter expertise (including BNSA, PMO, Lifecycle and Release Management, and ETS);

(k) Testing Service; 
(l) Training;
(m) Field Operations and Development;
(n) Process Management Service, if desired
j. If video/audio conference calls are to be held:

(1) The Program Manager, or designee, should schedule a video conference call with all attendees that have video conferencing equipment and schedule audio conference call lines for the remaining attendees.  

NOTE:  It is highly recommended that these calls be held in two hour increments over several days to make sure all necessary information is thoroughly covered.

(2) Include the following staff as recipients:

(a) Software Development;

(b) Project Management;
(c) Product Support (exclude for benefits and memorial applications);

(d) Section 508 Compliance;
(e) Implementation Management;
(f) Project Planning;
(g) Business Sponsor;

(h) Busines Subject Matter expertise;
(i) Information Protection expertise (Security and Privacy);
(j) Enterprise Infrastructure Engineering Subject Matter expertise(including BNSA, PMO, Lifecycle and Release Management, and ETS);
(k) Testing Service;
(l) Training;

(m) Field Operations and Development;
(n) Process Management Service, if desired
k. The Program Manager, or designee, should be the primary spokesperson and be knowledgeable about the project.
(1) The Program Manager, or designee, should provide a general history of the project request and associated business process being supported;

(2) The Program Manager, or designee, should walk through the Business Requirements Technical Assessment (BRTA) or the Stakeholder Request explaining each item;

(3) The Program Manager, or designee,  should highlight any outstanding items from the PMP; 
(4) The Program Manager, or designee, should explain the Usage of Personal Identifiable Information policy and Usage of Personal Identifiable Information Checklist and solicit email responses of concurrence  from each team member; and

(5) The Program Manager, or designee, should ask for questions/issues from attendees.
l. The Program Manager, or designee, coordinates the meeting and:

(1) Identifies and records all issues and action items;
(2) Distributes all documented issues and action items via minutes to the development team; and
(3) Archives the IPT Kick-off Meeting minutes in TSPR.

NOTE:  General discussion does not need to be documented.

4. REFERENCES AND RELATED LINKS
· Project Kick-Off Agenda and Minutes Template

http://vaww.oed.wss.va.gov/process/Library/project_team_kick-off_meeting_agenda_and_minutes_template.doc 

· Project Start Quality Gate Review Checklist
http://vaww.oed.wss.va.gov/process/Library/project_start_quality_gate_review_checklist.doc 

· Project Planning Checklist

http://vaww.oed.wss.va.gov/process/Library/project_planning_checklist.doc 
· VistA Research Artifacts

http://vista.med.va.gov/migration/analysis/index.htm
5. RESCISSIONS

None

6. FOLLOW UP RESPONSIBILITY AND FOLLOW UP DATE
Process Management Director
May 2010


