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1.0 Executive Summary and Purpose 
This document serves to consolidate information regarding the initiation of the SMART 21 
Project, the Office of Project Management (OPM), and project governance committees and to: 

• Serve as a mechanism to document consensus on the project objectives, scope, and 
governance committees and the formal authorization of these by the project Executive 
Sponsors; 

• Provide a baseline so that subsequent changes to the project scope, objectives, governance 
can be analyzed, formally approved, and documented; 

• Facilitate the onboarding of project resources by documenting key elements of the project 
definition and governance. 

The components of this document are: 

• Project Charter: Contains information for the initiating of the project and initial planning. 
Establishes the scope for the project such that any alternations to scope must proceed 
through a formal change control process. Describes the project governance at a high level. 
The project charter aligns with the best practices for project management put forward by the 
Project Management Institute and customized for the SMART 21 Project. 

• Office of Project Management (OPM) Charter: Describes the OPM and duties and 
responsibilities of the OPM. 

• Steering Committee Charter: Formally establishes the project Steering Committee, 
describing its membership, scope, responsibilities, and logistics. 

• Executive Committee Charter: Formally documents the Executive Committee which serves 
as the project sponsorship. The Charter describes the Executive Committee membership, 
scope, responsibilities, and logistics. 

This document is expected to be revised throughout the life of the project to reflect changing 
needs and priorities. 



Project Charter for the SMART 21 Project 

2.0 Project Charter for the SMART 21 Project 
The Project Charter typically documents the business rationale, project scope, risks, initial 
schedule and costs parameters prior to project investment approval. The charter is designed to 
help guide thinking about technology projects, and to assist Business Leadership and Project 
Managers to articulate and evaluate key aspects of a potential project. To that end, the Project 
Charter is a key document to facilitate funding decisions, allowing the initiative to move to the 
Planning phase. 

For the SMART 21 {Silver State Modernization Approach for Resources and Technology in the 
21st Century) Project, this charter serves to document agreement regarding the business 
objectives, scope, and general parameters of the project. The Office of Project Management 
(OPM) maintains the charter updated throughout the project as changes are identified and 
approved. 

2.1 Business Need and Opportunity 
A benchmark study completed by the Hackett Group in 2014 revealed the State of Nevada's 
administrative process around financial and human resources management lagged behind other 
states in efficiency and effectiveness-and was marked by a high rate of manual processes and 
lack of automation or investment in technology. The existing ERP system was put in place 
eighteen years ago was highlighted in the study as a customized solution that has not seen 
significant upgrades since the original implementation. 

The State of Nevada seeks to replace its now 19-year old financial and human resources 
system with a post-modern ERP solution to increase statewide productivity and enhance 
decision making for resource allocation. The SMART 21 Project will accelerate the State's 
progress towards its aspiration to serve Nevadans as an efficient and responsive State 
government. 

2.2 Project Objectives 
Project objectives are used to establish performance goals - planned levels of accomplishment 
stated as specific, observable and measurable objectives that can eventually be compared to 
actual results. Performance measures should be derived for each goal. These measures can be 
quantified to see if the project is meeting the program's objectives. Project performance can 
then be traced directly to the business goals, mission and objectives, enabling participants to 
correct areas that are not meeting those objectives. 

Project objectives are communicated in the Project Charter to ensure that all Stakeholders 
understand the organization's needs that the project addresses. 

GoalslO bjectives Measurement I Metrics I 
Implement an integrated, highly efficient and flexible ERP system that meets the State of 
Nevada's current and future needs by: 

1. Replacing outdated on-premises ERP system I Replacement of on-premise ERP 
solutions with cloud-based Software-as-



Goals/Objectives Measurement I Metrics 

a-Service (SaaS) 

2. Decreasing manual or paper-based processes % reduction in manual processes 
utilizing leading industry standards and 
best practices (e.g. electronic workflows) 

3. Incorporating business process improvements 
across all State departments and divisions as 
appropriate 

% business process improvements 
achieved by utilizing leading industry 
standards and best practices 

4. Enhancing security Utilizing updated State security policies 
that support a cloud-based solution 
(SaaS) for expanded Finance and HR-
related data 

5. Eliminating administrative activities that do not 
add value, such as redundant keying and 
reconciliation of disparate systems 

% business process improvements 
achieved by utilizing leading industry 
standards and best practices 

Implement the ERP system in a manner that supports standardization of data and business 
processes by: 

6. Standardizing business processes in the 
transformation areas across all State of 
Nevada organizational units within scope 

Elimination of silo systems and use of 
standard chart of accounts 

7. Improving the State's ability to manage its 
resources by integrating funding (including the 
integration of budget and financial capabilities), 
employee, location, equipment and 
authorization information 

Elimination of silo systems and use of 
standard chart of accounts 

8. · Providing employees and managers with direct 
access, as appropriate, to personnel, payrolls, 
time and attendance, and benefit information 

Self-service capabilities provided in 
HRM 

9. Enabling the State to more efficiently conduct 
business with its vendors and service 
providers through the expansion of electronic 
commerce 

Self-service capabilities provided in 
eProcurement 

10. Providing departments, system users and 
business managers with the necessary 
technology, tools and training to enable them 
to extract the data they require to meet their 
daily business needs without IT involvement 

Self-service capabilities provided in 
Business Intelligence (Bl) and analytics 
solutions 



2.3 Project Scope 
The purpose of this section is to establish the framework for the project scope to support the 
objectives listed above. 

In Scope 

• Functional Scope: The SMART 21 Project will include the implementation of the following: 

0 Financial Administration: The addition of a cloud-based, Saas-deployed statewide 
solution to automate and optimize the State's functions in the areas of: General 
Ledger, Accounts Receivable, Accounts Payable, Asset Accounting, and Project 
Accounting. 

0 Human Resource Management: The addition of a cloud-based, Saas-deployed 
statewide solution to automate and optimize the State's functions in the areas of: HR / 
Personnel Information Management (HR Core), Talent Management, Recruitment, 
Workforce Management, Compensation Management, Risk Management, and 
Program Management. 

• Data Conversion Scope: The SMART 21 Project includes activity to identify, cleanse, and 
transfer old data into the new ERP solution. This data transfer includes: 

0 Historical financial data (including, but not limited to encumbrance and payment 
information) 

0 Historical human resource management data (including, but not limited to personnel 
information, benefits, and payroll) 

0 Historical vendor-related data (including, but not limited to vendor master file) 

• Integration Scope: The SMART 21 Project includes integrations with other fit-for-purpose 
solutions, including the following: 

0 Integration with the E-Procurement solution 

0 Integration with the Budgeting solution 

0 Integration with fit-for-purpose applications to support Project Accounting, Fleet 
Management, Facilities Management, and Inventory Management 

0 Integration with document workflow and e-signature solutions 

0 Integration with existing fit-for-purpose applications to support various programmatic 
activities 

• Implementation Services: As part of the SMART 21 Project, the following additional 
services may be included within the scope (pending finalization of the RFP requirements): 

0 Service Center/Help Desk support services 

0 Business Intelligence / Analytics 

0 Organizational Change Management 

0 Software Customizations 

0 End-User Training 

NOT-In-Scope 

• Microsoft Office 365 implementation 

• Electronic Workflow and E-Signature - tool for agencies to automate workflows and forms 
(pursuant to SB236) 

• Decommissioning of any replaced solutions is not in scope of this project 



2.4 Project Constraints, Assumptions and Dependencies 

2.4.1 Assumptions 

This project assumes: 

1. Stakeholder agencies dedicate adequate resources to represent the agencies and 
participate in all aspects of the project, including governance, strategy development, 
requirements capture, quality reviews, risk mitigation, issue resolution and implementation. 

2. Adequate project funding has been provided to allow the project to execute according to 
approved plans. 

2.4.2 Constraints 

The following are guiding principles adopted by the project stakeholders. These guiding 
principles are meant to constrain and guide the implementation of the SMART 21 solution: 

1. The SMART 21 Project solution will operate in a centralized business model with one 
primary core business with similar processes across the State's agencies and departments. 

2. The State of Nevada will align its business processes to the best practices inherent within 
the selected ERP solution aligned with industry best practices. Exceptions will be 
considered to accommodate legislative, fiscal, regulatory, or security requirements. 

3. The State of Nevada will procure an ERP solution and other additional fit-for-purpose 
solution components that are cloud-based and deployed in Software-as-a-Service (SaaS) 
model, provided that they comply with the State's functional and non-functional 
requirements and demonstrate positive Return on Investment (ROI). 

4. The State of Nevada prefers to leverage interoperable solutions, with the ability to exchange 
data via a common set of business procedures or technical standards, but will at a minimum 
require that the new ERP and fit-for-purpose solutions have the ability to integrate with other 
applications, as required. 

5. The State of Nevada will select and implement a solution that best-fits the State's needs 
through the procurement process. 

2.5 Strategic Alignment 
The SMART 21 Project aligns with the following components of Nevada's Strategic Planning 
Framework 2016 - 2020: 

8.2 Improve the efficiency of operations and service delivery. 
• 8.2.1 Eliminate redundant policies, procedures, and practices. 
• 8.2.2 Focus information technology investments to streamline processes, eliminate 

paperwork, and improve the customer experience using data to make resource 
allocation decisions. 

• 8.2.3 Streamline procurement of goods and services to increc;1se buying power, save 
time, and reduce costs. 

In addition to the above components of Nevada's Strategic Planning Framework 2016-2020, the 
following priority has been designated by the State IT Strategic Planning Committee (2017): 

Project Component Strategic Priority 

SMART 21 Project Project ranked #2 in priority 



2.6 Project Roles, Governance, and Organization Structure 

2.6.1 Key Project Roles 

Role 

Project Sponsor: 

Executive Committee, 
comprised of 

• Director, Department of 
Administration 

• Director, Governor's 
Office of Finance 

• State Controller 

Role Description 

The project sponsorship is provided by the Executive 
Committee, comprised of three executives responsible for the 
strategic direction of a project. 

The Sponsor defines project goals, secures resources, and 
resolves organizational and resource priority conflicts . The 
Sponsor also: 

• Champions projects from initiation to completion 

• Participates in the development and selling of the project 
business case 

• Sets project direction and presents overall vision and 
business objectives for the project 

• Assists in securing funding 

• Serve as executive liaison to Key Stakeholders 

• Supports the planning, execution, and monitoring of the 
project 

OPM Director Leads the SMART 21 Office of Project Management, managing 
all business and project management aspects required to deliver 
the business outcomes of the project. 

Project Manager A member of the OPM, the Project Manager is responsible for 
the day-to-day activities required to plan, execute and control the 
project. The Project Manager will: 

• Provide oversight and direction to project components 

• Provide direct management of ERP Procurement Project 

• Be responsible for the day-to-day management of project 
tasks 

• Ensure that the State's project deliverables are completed on 
time and meet the project's quality standards 

• Act as the primary point of contact for the State team 

• Work closely with service providers to assure project stays 
on time, on budget, and aligned with contractual scope 

Management Analyst 2 

(OPM Support 
Analyst/Coordinator) 

A member of the OPM, the OPM Support Analyst will: 
• Provide administrative OPM Director support including 

preparation of meeting agendas, documenting meeting 
minutes, scheduling workshops, facilitating governance and 
project management processes, etc. 

• Assist in facilitating key meetings 
• Manage the issue log and risk register 



Business Process Analyst 

(BPA) 

A member of the OPM, this role will: 

• Facilitate usage of internal tools to improve business 
processes (Change Orders, Risk Issue Mitigation, Action 
Logs, etc.) 

• Lead state testing efforts, co-ordinate with Functional Team 
and SMEs to collect and track bugs found in UAT, and work 
with SMART 21 vendor to ensure bugs are fixed timely. 

• Submit/ Assess change orders related to things found during 
testing. 
Review Deliverables • 

Organizational Change 
Management (OCM) Lead 

A member of the OPM, this role will: 

• Work with SMART 21 vendor to complete an Organizational 
Impact Assessment and Plan. 

• Develop and Execute Project communications plan . 

• Oversee training efforts needed to ensure staff are prepared 
for the new system. 

• Review change orders, in tandem with SMART 21 vendor, 
determine potential impact to organization and or additional 
training needs from change orders. 

• Review Deliverables 
Management Analyst 3 A member of the OPM, this role will: 

Provide Advantage Financial, Data Warehouse of Nevada 
(DAWN), Discoverer training to sustain current state training 
requirements. 

• Conduct detailed gap analysis of skills and systems 
performance. 

• Develop and execute SMART 21 training plans for the new 
financial management and Human Resource systems in 
tandem with SMART 21 vendor. 

• Suooort OCM activities as required 
Integration Lead/ Solution 
Architect 

A member of the OPM, this role will: 

• During the Initial Procurement, work with the State to support 
the technical subject matter experts and non-voting members 
on the ERP RFP evaluation committee to coordinate and 
manage the evaluation of vendor functional responses. 

• During the ERP Fit-Gap Analysis, work with both State staff 
and vendors to communicate State requirements and to 
assist the State in its understanding and evaluation of 
proposed solutions. 

• Ensure requirements across the major project components 
are defined and reflected in the RFP 

• Identify applications that must interface (working with 
Functional SMES) with the ERP system 

• Identify IT infrastructure necessary for implementation 

• Develop and drive the IT strategy for the ERP projects 

• Ensure data conversion and business reporting (business 
intelligence) needs are met 



State Functional Lead 
Administrator 

A member of the OPM, this role will: 

• Work closely with OCM and BPR Leads to facilitate synergy 
among functionality requirements-definition and process 
changes 

• Review requirements and priorities established by Lead 
SMEs to establish a cohesive "big picture" for SMART 21 
solution. 

• Serve as the lead with both State staff and vendors to 
communicate State functional requirements and to assist the 
State in its understanding and evaluation of proposed 
solutions 

Lead Subject Matter 
Experts (SMEs) 

As members of the OPM, the lead SM Es will: 

• Facilitate the coordination of OCM activities within their 
respective business areas. 

• Work with both State staff and vendors to communicate State 
functional requirements in their respective business areas 
and to assist the State in its understanding and evaluation of 
proposed solutions 

• Escalate project issues/risks 
Solution Providers 
(vendors) 

• Manage the project daily activities to deliver the agreed-upon 
scope of work, on-time and within budget while meeting 
project quality criteria 

• Report on project metrics, progress, schedule 

• Respond to requests from the OPM and from any state 
vendors (e.g., independent verification and validation - IV&V, 
Quality Management, Program Assurance) assisting the 
OPM in the oversight of the project 

• Escalate disputes, issues, risks to OPM Director 

10 



2.6.1.1 OPM Organization 

Lee-Ann Easton 
Director 

Off1Ce of Proiect Management 

. -- -
' Steering Committee -

~ 

Managers from Gartner Consulting 
Various State Agencies Brett Harvey 

ERP Project Manager 

Chuck Carroll 
Business Process Analyst 

-Dr. James King Evan Dale 
Organizational Change Manager State Functional Lead 

Lesley Mohlenkamp Shauna Bakkedahl 
Management Analyst 

Lead Procurement SME 

, ~ead Facilities SME 

11 



2.6.2 Project Governance 

This section summarizes the management and governance organizations in place for the 
SMART 21 Project. In subsequent sections of this document, charters provide detailed 
descriptions of the Office of Project Management (OPM), Steering Committee, and Executive 
Committee. 

The below are high-level definitions for various groups that provide the SMART 21 Project 
governance: 

Organizations Definition 

Office of Project 
Management 

(OPM) 

The SMART 21 OPM develops and maintains the project charter, engages 
with leadership to achieve consensus, coordinates activities of 
stakeholders, develops project plans and timelines, validates deliverables 
meet quality and timeliness standards, and reports and communicates 
project status. 

The OPM is responsible for the oversight of integrated schedule, all project 
management processes (scope and change management, risk 
management, schedule management, issue management, etc.), 
Communication Plan, Organizational Change Management activities, 
contract management, project related financials, and integrated reporting. 

The OPM ensures the project serves the business needs of the state and 
provides the coordination within the business stakeholders for project 
reviews (e.g., deliverable reviews) and issue/risk management. 

Steering 
Committee 

Represents key business stakeholders and provides stakeholder input to 
ensure the project serves the business needs of the state while minimizing 
technical and operational risks. 

Executive 
Committee 

Provides the executive sponsorship for the project, making all executive 
level decisions, establishing broad st~ategies for the project, and ensuring 
participation and the commitment of resources by participating agencies. 

12 



2.6.2.1 Project Governance Organization 

ERP 
I 

Lead SMEs for: 
Service • Financial 
Provider • Human Resources 
(Vendor) 

• Technical 

Executive Committee 
(Executive Sponsors) 

Statewide ERP 
Office of Project Management ~ 

(OPM) 

Statewide ERP Project Components 

Steering Committee 
(Key Stakeholders) 

2.6.3 Primary Project Stakeholders 

The below is a list of Nevada agencies that are the primary formal stakeholders of the SMART 
21 Project. The list of representatives for each of these stakeholder groups is maintained in a 
separate document, the project Communications Plan. 

Stakeholder Departments 

Department of Administration Gaminq Commission 

Office of the Attorney General Governor's Office of Finance 

Office of the State Controller Leqislative Council Bureau 

Department of Corrections Department of Transportation 
Department of Conservation and Natural 
Resources (DCNR) Public Employee Benefit Proqram (PEBP) 
Department of Employment, Training, and 
Rehabilitation (DETR) Office of the Secretary of State 

Department of Health and Human Services Department of Taxation 

Department of Public Safety Office of the State Treasurer 

Department of Education Department of Wildlife 

Department of Motor Vehicles Department of Business and Industry 

Department of Taxation Tourism and Cultural Affairs 

13 



2. 7 Key Risks and Mitigation 
A risk is any factor that may potentially interfere with successful completion of the project. A risk 
is not a problem - a problem has already occurred; a risk is the recognition that a problem might 
occur. By recognizing potential problems, actions can be identified to avoid or minimize the 
impact of the problem on the project. 

The initial risks identified in the Project Charter are the most significant risks during the project 
initiation and planning. Risks will continue to be identified and acted upon throughout the life of 
the project but documented outside the Project Charter as part of the project's formal risk 
management process. 

The following are initial risks identified at the time of project initiation and planning: 

Risk Description Mitigation Actions 

Given the statewide nature of this • Establish a Steering Committee as part of the 
project, if the various agency project governance to include participation by key 
stakeholders are not sufficiently stakeholder agencies 
engaged and do not participate fully, o Status: Complete 
there is a risk that the SMART 21 

• Develop, maintain, and execute on an 
solution will not meet the needs of 

Organizational Change Management plan to 
the state or otherwise experience 

include a Communications Plan 
trouble with user or agency adoption. 

o Status: Complete 
If the SMART 21 Project experiences Contract with service provider that is objective and 
significant delays in the issuance of experienced with ERP sourcing and implementation 
an RFP for the ERP solution, then in the public sector to assist with: 
forward momentum may be lost 

• ERP strategy 
which could lead to project credibility 

• ERP conceptual architecture being lost and loss of stakeholder 
• Procurement/sourcing strategy engagement. 
• Requirements elicitation and documentation 
• RFP development 
• Vendor selection and contract negotiation 

o Status: Complete 
If the state does not have adequate Establish an Office of Project Management for the 
project management capabilities in project, staffed with state and contracted resources 
place for a project of this size and and using best practices for technology projects 
complexity, successful project customized to Nevada's needs. 
outcomes may be in jeopardy. 

o Status: Complete 
If project deliverables are not robust Consider augmenting the quality assurance review of 
and high enough quality, then project the functional, technical, and services provided by the 
outcomes may be in jeopardy. contracted services providers. This could be 

accomplished by hiring a third-party vendor to provide 
Quality Assurance, Project Assurance, and Oversight 
services to the SMART 21 Project. 

o Status: To be considered 

14 



2.8 Resource Requirements 
This section identifies key resource levels needed for the planning and execution of the project. 

Resource Type Project Phase(s) / Milestone(s) 

SMART 21 

Contracted Service Provider: ERP strategy, RFP 
development, vendor selection consulting services 

RFP development, posting, vendor 
selection and contract award 

Contracted Service Provider: ERP Software and 
Implementation Vendor 

Throughout the ERP implementation 

ERP Office of Project Management staff 

• Project Director 

• Project Manager 

• Project Support 

• OPM Support Analyst 

• Business Process Analyst (BPA) 

• Organizational Change Management (OCM) Lead 

• Integration Lead/ Solution Architect 

• State Functional Lead Administrator 

• Lead Subject Matter Experts (SM Es) 

Training Officer (Management Analyst Ill) • 

100% throughout the ERP 
implementation 

Contracted Service Provider: Independent Verification and 
Validation Services (program assurance) 

Throughout the ERP implementation, if 
required 

15 



2.9 Cost Estimates 
At the Project Charter stage, order of magnitude costs are typically identified so that project 
funding awareness exists to approve the project into the Planning phase. For the SMART 21 
Project, funding will be determined and secured in a staged manner throughout the life of the 
project. The below represents secured project funding as of the date of this charter. 

NOTE: These funds do not represent the cost estimate for the entire project, only the funding 
that has been obtained thus far. 

Cost Element Cost Estimate -
Obtained Funding 

Rough Timeline Notes: Funding 
Source, Basis for 

Cost Estimate 

ERP Planning, Process 
Documentation, RFP 
Development 

$1,000,000 2015-2017 2015 Legislative 
Session 
appropriation, FY18 

Funding for implementation of 
Phase 1 (Non-Payroll Human 
Resource Management) 

$15,000,000 July 2018 - Jan 
2020 

Legislative 
Appropriation 

Funding for implementation of 
Phase 2 (Financial 
Administration, Payroll) 

Jan 2019 - July 
2020 

Legislative 
Appropriation 

Requested funding for Phase 1 
(Non-Payroll Human Resource 
Management) 

$25,000,000 Fiscal Year 2020 Legislative 
Appropriation 

Requested funding for Phase 2 
(Financial Administration, 
Payroll) 

$25,000,000 Fiscal Year 2021 Legislative 
Appropriation 

16 



2.10 Project Milestone Stage Gates and Schedule Estimates 
At the Project Charter stage, major milestones are estimated but may be adjusted as project 
plans are elaborated. 

The table below depicts the major project milestones and identifies milestones that are 
governance "stage gates" - meaning that a governance committee approves the progression of 
the project beyond this milestone. 

Major Milestone Estimated 
Completion 
Timeframe 

Stage Gate for 
project 

governance 
review? 

Comments 

ERP Implementation 

1. RFP to competitively 
procure ERP solution is 
posted. 

Fiscal 01, 2019 Yes Executive Committee formally 
approves the posting of the RFP 
based on the OPM and the 
Steering Committee 
recommendation. 

2. ERP vendor is selected 
and a contract award is 
announced 

Fiscal 04, 2019 

~bi-
~ 

Yes Board of Examiners (BOE) 
formally approves contract award 
based on Executive Committee, 
OPM and Steering Committee 
recommendation. 

3. Phase 1 Non-Payroll 
Human Resources 
Management 
implementation 

Go Live by end of 
Fiscal 01, 2021 

Yes Executive Committee formally 
approves go-live based on 
readiness assessment 
recommendation from the OPM 
and Steering Committee. 

4. Phase 2, Financial 
Administration 

Go Live by end of 
Fiscal 04, 2022 

Yes Executive Committee formally 
approves go-live based on 
readiness assessment 
recommendation from the OPM 
and Steering Committee. 

5. Phase 2, Payroll Go Live by end of 
Fiscal 04, 2022 

Yes Executive Committee formally 
approves go-live based on 
readiness assessment 
recommendation from the OPM 
and Steering Committee. 

17 



Office of Project Management (OPM) Charter 
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3.0 Charter for Office of Project Management (OPM) 
The OPM develops and maintains the project charter and other project management 
documentation, engages with leadership to achieve consensus, coordinates activities of 
stakeholders, develops project plans and timelines, validates deliverables meet quality and 
timeliness standards, and reports and communicates project status. 

3.1 Duties and Responsibilities 
The OPM: 

� Maintains and monitors the integrated project schedule, all project management 
processes (scope and change management, risk management, schedule management, 
issue management, etc.), Communication Plan, Organizational Change Management 
activities, contract management, project related financials, and integrated reporting 

� Ensures the project serves the business needs of the state and provides the 
coordination within the business stakeholders for project reviews (e.g., deliverable 
reviews) and issue/risk management 

� Provides guidance and Subject Matter Expertise from a business process perspective 

� Manages all business and technical aspects of the project as the envoy of the Executive 
Committee (executive sponsors) 

� Delivers a useful, quality product as scoped, on schedule, with resources provided, and 
within budget 

� Provides periodic status reports 

� Assist the project stakeholders with business area project support 

� Interfaces with stakeholders and end users 

� Reviews and approves schedule baselines, deliverables, initiative plans, and other 
documents 

� Escalates change requests, issues, and risks for visibility, decision-making, and 
resolution through the governance processes 

� Facilitates the project governance 

� Makes hiring decisions for positions/roles within the OPM 

The RACI matrix is a tool for identifying roles and responsibilities and avoiding confusion over 
those roles and responsibilities during a project. The acronym RACI stands for: 

� Responsible: The person who does the work to achieve the task. They have 
responsibility for getting the work done or decision made. 

� Accountable: The person who is accountable for the correct completion of the task. This 
is the role that "Responsible" is accountable to and approves their work. 

� Consulted: The people who provide information for the project and with whom there is a 
two-way communication. This is usually several people, often subject matter experts. 

� Informed: The people who are kept informed about progress and with whom there is 
one-way communication. These are people affected by the outcome of the tasks. 

19 



The table below describes is the standard RACI matrix for the ERP Project: 
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3.2 OPM Organization 
The table below depicts the members of the OPM. A description of the OPM roles and 
organization chart is found in section 2.6.1 (the Project Charter) of this document. 

Role 

Director, OPM 

Project Manager 

OPM Support 

Business Process Analyst (BPA) 

Organizational Change Management (OCM) Lead 

Integration Lead/Solution Architect 

State Functional Lead 

State Functional SME (Financial) 

State Functional SME (HR) 

Training Officer (Management Analyst) 
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Steering Committee Charter 
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4.0 Charter for SMART 21 Project Steering Committee 
The SMART 21 Project Steering Committee represents key business stakeholders that are 
advisors to OPM and the Executive Committee that ensure the project serves the business 
needs of the state while minimizing technical and operational risks. 

4.1 Duties and Responsibilities 
The ERP Project Steering Committee is a static body that receives status reports and project 
updates from OPM that are informational. The ERP Steering Committee is in an advisory 
capacity, giving advice, actively mitigating risks, and ensuring communications about the project 
are cascaded down through their organizations. The focus of the Steering Committee is: 

What the Steering Committee Will Do: What the Steering Committee Will Not Do: 

Receive progress highlights for completed and 
upcoming delivery activities in the project 
schedule 

Do detailed status reviews in each meeting 

Make recommendations to resolve escalated 
project issues by providing direction and priority 

Dive into the weeds on areas where SMEs 
should be the involved 

Ensure communication and collaboration 
across different departments where 
coordination and common agreement is 
needed 

Make tactical decisions around project 
execution 

Acts as the focal point to receive 
communications and ensure department staff 
are kept informed 

Delegate authority/representation down the 
chain of command to other department staff, 
unless approved by the OPM Director 

4.2 Scope of Steering Committee Recommendations 
The Steering Committee will provide recommendations on items escalated from the OPM: 

� Recommendations on increasing or decreasing the scope of the project in a way that 
impacts the key objectives specified in the Project Charter. 

� Project scope, functionality, or technical recommendations that do not impact the key 
objectives and do not change the project delivery timeline or budget 

� Recommendations for mitigating risks elevated by the OPM to the Steering Committee 

� Decide on changes to project resources/SME's from Departments when needed to 
participate in key project activities 

� Provides formal recommendations to approve key project stage gates/milestones 

22 



4.3 Membership 
The following table depicts the Departments that should be represented on the Steering 
Committee: 

Stakeholder Departments 
Department of Administration GaminQ Commission 

Office of the Attorney General Governor's Office of Finance 

Office of the State Controller LeQislative Council Bureau 

Department of Corrections Department of Transportation 
Department of Conservation and Natural 
Resources (DCNR) Public Employee Benefit Program (PEBP) 
Department of Employment, Training, and 
Rehabilitation (DETR) Office of the Secretary of State 

Department of Health and Human Services Department of Taxation 

Department of Public Safety Office of the State Treasurer 

Department of Education Department of Wildlife 

Department of Motor Vehicles Department of Business and Industry 

4.4 Logistics 
� Meetings: 

o Chair: OPM Director 

o Frequency: Monthly as needed, ad-hoc meetings called if needed sooner 

o Meeting Duration: one hour 

o Meeting Location: TBD 

o Quorum: none 

o Agenda: Distributed by the OPM prior to the meeting and/or available at the 
meeting. Standing agenda items include: 

� High level project status (e.g., timelines, deliverables) 

� Mitigate risks, issues, action items 

� Project recommendations 

� Questions 

o Meeting Notes: summarized by the OPM and distributed after the meeting or 
made available on the project document repository 
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Executive Committee Charter 

5.0 Charter for SMART 21 Executive Committee 
The Executive Committee provides the executive sponsorship for the project, providing 
executive level guidance on matters of project execution strategy, and ensuring the commitment 
and participation of State Departments and Agencies. 

5.1 Duties and Responsibilities 
The Executive Committee: 

� Leads the effort to secure funding and resources for the ERP project 

� Reviews recommendations made by the OPM and the ERP Steering Committee 

� Communicates and champions the vision and objectives of the ERP Project, tying it to 
overall State-level strategic objectives 

� Directly addresses escalated inter-agency differences which impede the progress of the 
project, and also identifies opportunities for inter-agency collaboration 

� Receives periodic status reporting and communication from the OPM 

� Promotes awareness, understanding, engagement, and support for the project within the 
agencies represented and with the State of Nevada as a whole 

� Decisions on requests to extend the timeline of project delivery of key milestone stage 
gates when the delay pushes the milestone into the next quarter 

� Decisions on initial requests to allocate funding from project reserves and requests to 
modify the project budget spending categories by more than 10% or $75,000 
cumulatively, whichever is less 

5.2 Membership 
The following table depicts the members of the Executive Committee: 

Name Role Agency 

Catherine Byrne Co-Chair & Voting Member State Controller 

Susan Brown Co-Chair & Voting Member Interim Director, GFO 

Deonne Cantine Co-Chair & Voting Member Director, Dof A 

Michael Dietrich Advisory Member State CIO 

Lori Hoover Advisory Member Chief Deputy Controller 
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5.3 Meeting Logistics 
� Meetings: 

o Chair: none. OPM Director facilitates the meeting. 

o Frequency: Monthly as needed, ad-hoc meetings called if needed sooner 

o Meeting Duration: one hour 

o Meeting Location: TBD 

o Quorum: At least two co-chairs must be present to proceed with meeting and 
decision-making 

o Agenda: Distributed by the OPM prior to the meeting and/or available at the 
meeting. Standing agenda items include: 

� High level project status (e.g., timelines, deliverables) 

� Escalated risks, issues, action items 

� Decision-making recommendations to be addressed by Executive 
Committee 

� Questions 

o Meeting Notes: summarized by the OPM and distributed after the meeting or 
made available on the project document repository 

� Decision-making model: consensus (all voting members present can live with the 
decision). In the absence of consensus, decisions are decided by majority vote of the 
voting members of the Executive Committee. 
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Catherine Byrne, State Controller 

Susan Brown, Director, GFO 

Deonne Cantine, Director, DofA 

6.0 Formal Authorization and Approvals 
This section formalizes the approval of the Executive Committee (i.e., the Executive Sponsors) 
for the following items described in this document: 

• ERP Project (ERP Project Charter) 
• OPM Charter 
• Steering Committee Charter 
• Executive Committee Charter 

Executive Committee Co-Chair Date 

I ~ 
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	1.0 Executive Summary and Purpose 
	1.0 Executive Summary and Purpose 
	This document serves to consolidate information regarding the initiation of the SMART 21 Project, the Office of Project Management (OPM), and project governance committees and to: 
	• 
	• 
	• 
	Serve as a mechanism to document consensus on the project objectives, scope, and governance committees and the formal authorization of these by the project Executive Sponsors; 

	• 
	• 
	Provide a baseline so that subsequent changes to the project scope, objectives, governance can be analyzed, formally approved, and documented; 

	• 
	• 
	Facilitate the onboarding of project resources by documenting key elements of the project definition and governance. 


	The components of this document are: 
	• 
	• 
	• 
	Project Charter: Contains information for the initiating of the project and initial planning. Establishes the scope for the project such that any alternations to scope must proceed through a formal change control process. Describes the project governance at a high level. The project charter aligns with the best practices for project management put forward by the Project Management Institute and customized for the SMART 21 Project. 

	• 
	• 
	Office of Project Management (OPM) Charter: Describes the OPM and duties and responsibilities of the OPM. 

	• 
	• 
	Steering Committee Charter: Formally establishes the project Steering Committee, describing its membership, scope, responsibilities, and logistics. 

	• 
	• 
	Executive Committee Charter: Formally documents the Executive Committee which serves as the project sponsorship. The Charter describes the Executive Committee membership, scope, responsibilities, and logistics. 


	This document is expected to be revised throughout the life of the project to reflect changing needs and priorities. 
	Project Charter for the SMART 21 Project 
	2.0 Project Charter for the SMART 21 Project 
	2.0 Project Charter for the SMART 21 Project 
	The Project Charter typically documents the business rationale, project scope, risks, initial schedule and costs parameters prior to project investment approval. The charter is designed to 
	help guide thinking about technology projects, and to assist Business Leadership and Project Managers to articulate and evaluate key aspects of a potential project. To that end, the Project Charter is a key document to facilitate funding decisions, allowing the initiative to move to the 
	Planning phase. 
	For the SMART 21 {Silver State Modernization Approach for Resources and Technology in the 21st Century) Project, this charter serves to document agreement regarding the business objectives, scope, and general parameters of the project. The Office of Project Management (OPM) maintains the charter updated throughout the project as changes are identified and approved. 
	2.1 Business Need and Opportunity 
	2.1 Business Need and Opportunity 
	A benchmark study completed by the Hackett Group in 2014 revealed the State of Nevada's administrative process around financial and human resources management lagged behind other states in efficiency and effectiveness-and was marked by a high rate of manual processes and lack of automation or investment in technology. The existing ERP system was put in place eighteen years ago was highlighted in the study as a customized solution that has not seen significant upgrades since the original implementation. 
	The State of Nevada seeks to replace its now 19-year old financial and human resources system with a post-modern ERP solution to increase statewide productivity and enhance decision making for resource allocation. The SMART 21 Project will accelerate the State's progress towards its aspiration to serve Nevadans as an efficient and responsive State government. 

	2.2 Project Objectives 
	2.2 Project Objectives 
	Project objectives are used to establish performance goals -planned levels of accomplishment stated as specific, observable and measurable objectives that can eventually be compared to actual results. Performance measures should be derived for each goal. These measures can be quantified to see if the project is meeting the program's objectives. Project performance can then be traced directly to the business goals, mission and objectives, enabling participants to correct areas that are not meeting those obje
	Project objectives are communicated in the Project Charter to ensure that all Stakeholders understand the organization's needs that the project addresses. 
	GoalslO bjectives Measurement I Metrics I 
	GoalslO bjectives Measurement I Metrics I 
	GoalslO bjectives Measurement I Metrics I 

	Implement an integrated, highly efficient and flexible ERP system that meets the State of Nevada's current and future needs by: 
	Implement an integrated, highly efficient and flexible ERP system that meets the State of Nevada's current and future needs by: 

	1. Replacing outdated on-premises ERP system I Replacement of on-premise ERP solutions with cloud-based Software-as
	1. Replacing outdated on-premises ERP system I Replacement of on-premise ERP solutions with cloud-based Software-as
	-



	Goals/Objectives 
	Goals/Objectives 
	Goals/Objectives 
	Measurement I Metrics 

	TR
	a-Service (SaaS) 

	2. Decreasing manual or paper-based processes 
	2. Decreasing manual or paper-based processes 
	% reduction in manual processes utilizing leading industry standards and best practices (e.g. electronic workflows) 

	3. Incorporating business process improvements across all State departments and divisions as appropriate 
	3. Incorporating business process improvements across all State departments and divisions as appropriate 
	% business process improvements achieved by utilizing leading industry standards and best practices 

	4. Enhancing security 
	4. Enhancing security 
	Utilizing updated State security policies that support a cloud-based solution (SaaS) for expanded Finance and HR-related data 

	5. Eliminating administrative activities that do not add value, such as redundant keying and reconciliation of disparate systems 
	5. Eliminating administrative activities that do not add value, such as redundant keying and reconciliation of disparate systems 
	% business process improvements achieved by utilizing leading industry standards and best practices 

	Implement the ERP system in a manner that supports standardization of data and business processes by: 
	Implement the ERP system in a manner that supports standardization of data and business processes by: 

	6. Standardizing business processes in the transformation areas across all State of Nevada organizational units within scope 
	6. Standardizing business processes in the transformation areas across all State of Nevada organizational units within scope 
	Elimination of silo systems and use of standard chart of accounts 

	7. Improving the State's ability to manage its resources by integrating funding (including the integration of budget and financial capabilities), employee, location, equipment and authorization information 
	7. Improving the State's ability to manage its resources by integrating funding (including the integration of budget and financial capabilities), employee, location, equipment and authorization information 
	Elimination of silo systems and use of standard chart of accounts 

	8. · Providing employees and managers with direct access, as appropriate, to personnel, payrolls, time and attendance, and benefit information 
	8. · Providing employees and managers with direct access, as appropriate, to personnel, payrolls, time and attendance, and benefit information 
	Self-service capabilities provided in HRM 

	9. Enabling the State to more efficiently conduct business with its vendors and service providers through the expansion of electronic commerce 
	9. Enabling the State to more efficiently conduct business with its vendors and service providers through the expansion of electronic commerce 
	Self-service capabilities provided in eProcurement 

	10. Providing departments, system users and business managers with the necessary technology, tools and training to enable them to extract the data they require to meet their daily business needs without IT involvement 
	10. Providing departments, system users and business managers with the necessary technology, tools and training to enable them to extract the data they require to meet their daily business needs without IT involvement 
	Self-service capabilities provided in Business Intelligence (Bl) and analytics solutions 



	2.3 Project Scope 
	2.3 Project Scope 
	The purpose of this section is to establish the framework for the project scope to support the objectives listed above. 
	Table
	TR
	In Scope 

	• • • • 
	• • • • 
	Functional Scope: The SMART 21 Project will include the implementation of the following: 0 Financial Administration: The addition of a cloud-based, Saas-deployed statewide solution to automate and optimize the State's functions in the areas of: General Ledger, Accounts Receivable, Accounts Payable, Asset Accounting, and Project Accounting. 0 Human Resource Management: The addition of a cloud-based, Saas-deployed statewide solution to automate and optimize the State's functions in the areas of: HR / Personne

	TR
	NOT-In-Scope 

	• • • 
	• • • 
	Microsoft Office 365 implementation Electronic Workflow and E-Signature -tool for agencies to automate workflows and forms (pursuant to SB236) Decommissioning of any replaced solutions is not in scope of this project 



	2.4 Project Constraints, Assumptions and Dependencies 
	2.4 Project Constraints, Assumptions and Dependencies 
	2.4.1 Assumptions 
	2.4.1 Assumptions 
	This project assumes: 
	1. 
	1. 
	1. 
	Stakeholder agencies dedicate adequate resources to represent the agencies and participate in all aspects of the project, including governance, strategy development, requirements capture, quality reviews, risk mitigation, issue resolution and implementation. 

	2. 
	2. 
	Adequate project funding has been provided to allow the project to execute according to approved plans. 



	2.4.2 Constraints 
	2.4.2 Constraints 
	The following are guiding principles adopted by the project stakeholders. These guiding principles are meant to constrain and guide the implementation of the SMART 21 solution: 
	1. 
	1. 
	1. 
	The SMART 21 Project solution will operate in a centralized business model with one primary core business with similar processes across the State's agencies and departments. 

	2. 
	2. 
	The State of Nevada will align its business processes to the best practices inherent within the selected ERP solution aligned with industry best practices. Exceptions will be considered to accommodate legislative, fiscal, regulatory, or security requirements. 

	3. 
	3. 
	The State of Nevada will procure an ERP solution and other additional fit-for-purpose solution components that are cloud-based and deployed in Software-as-a-Service (SaaS) model, provided that they comply with the State's functional and non-functional requirements and demonstrate positive Return on Investment (ROI). 

	4. 
	4. 
	The State of Nevada prefers to leverage interoperable solutions, with the ability to exchange data via a common set of business procedures or technical standards, but will at a minimum require that the new ERP and fit-for-purpose solutions have the ability to integrate with other applications, as required. 

	5. 
	5. 
	The State of Nevada will select and implement a solution that best-fits the State's needs through the procurement process. 




	2.5 Strategic Alignment 
	2.5 Strategic Alignment 
	The SMART 21 Project aligns with the following components of Nevada's Strategic Planning Framework 2016 -2020: 
	8.2 Improve the efficiency of operations and service delivery. 
	8.2 Improve the efficiency of operations and service delivery. 
	• 
	• 
	• 
	8.2.1 Eliminate redundant policies, procedures, and practices. 

	• 
	• 
	8.2.2 Focus information technology investments to streamline processes, eliminate paperwork, and improve the customer experience using data to make resource allocation decisions. 

	• 
	• 
	8.2.3 Streamline procurement of goods and services to increc;1se buying power, save time, and reduce costs. 


	In addition to the above components of Nevada's Strategic Planning Framework 2016-2020, the following priority has been designated by the State IT Strategic Planning Committee (2017): 
	Project Component 
	Project Component 
	Project Component 
	Strategic Priority 

	SMART 21 Project 
	SMART 21 Project 
	Project ranked #2 in priority 



	2.6 Project Roles, Governance, and Organization Structure 
	2.6 Project Roles, Governance, and Organization Structure 
	2.6.1 Key Project Roles 
	2.6.1 Key Project Roles 
	Role 
	Role 
	Role 
	Role Description 

	Project Sponsor: 
	Project Sponsor: 
	The project sponsorship is provided by the Executive Committee, comprised of three executives responsible for the strategic direction of a project. 

	Executive Committee, 
	Executive Committee, 

	comprised of 
	comprised of 
	The Sponsor defines project goals, secures resources, and 

	Director, Department of • 
	Director, Department of • 
	resolves organizational and resource priority conflicts. The 

	Administration 
	Administration 
	Sponsor also: 

	• Director, Governor's 
	• Director, Governor's 
	• Champions projects from initiation to completion 

	Office of Finance State Controller • 
	Office of Finance State Controller • 
	• Participates in the development and selling of the project business case 

	TR
	• Sets project direction and presents overall vision and business objectives for the project • Assists in securing funding • Serve as executive liaison to Key Stakeholders • Supports the planning, execution, and monitoring of the project 

	OPM Director 
	OPM Director 
	Leads the SMART 21 Office of Project Management, managing all business and project management aspects required to deliver the business outcomes of the project. 

	Project Manager 
	Project Manager 
	A member of the OPM, the Project Manager is responsible for the day-to-day activities required to plan, execute and control the project. The Project Manager will: • Provide oversight and direction to project components • Provide direct management of ERP Procurement Project • Be responsible for the day-to-day management of project tasks • Ensure that the State's project deliverables are completed on time and meet the project's quality standards • Act as the primary point of contact for the State team • Work 


	Management Analyst 2 (OPM Support Analyst/Coordinator) 
	Management Analyst 2 (OPM Support Analyst/Coordinator) 
	Management Analyst 2 (OPM Support Analyst/Coordinator) 
	A member of the OPM, the OPM Support Analyst will: • Provide administrative OPM Director support including preparation of meeting agendas, documenting meeting minutes, scheduling workshops, facilitating governance and project management processes, etc. • Assist in facilitating key meetings • Manage the issue log and risk register 


	Business Process Analyst 
	Business Process Analyst 
	Business Process Analyst 
	A member of the OPM, this role will: 

	(BPA) 
	(BPA) 
	• Facilitate usage of internal tools to improve business processes (Change Orders, Risk Issue Mitigation, Action Logs, etc.) Lead state testing efforts, co-ordinate with Functional Team • and SMEs to collect and track bugs found in UAT, and work with SMART 21 vendor to ensure bugs are fixed timely. • Submit/ Assess change orders related to things found during testing. • Review Deliverables 

	Organizational Change 
	Organizational Change 
	A member of the OPM, this role will: 

	Management (OCM) Lead 
	Management (OCM) Lead 
	Work with SMART 21 vendor to complete an Organizational • Impact Assessment and Plan. • Develop and Execute Project communications plan . • Oversee training efforts needed to ensure staff are prepared for the new system. • Review change orders, in tandem with SMART 21 vendor, determine potential impact to organization and or additional training needs from change orders. Review Deliverables • 

	Management Analyst 3 
	Management Analyst 3 
	A member of the OPM, this role will: Provide Advantage Financial, Data Warehouse of Nevada (DAWN), Discoverer training to sustain current state training requirements. • Conduct detailed gap analysis of skills and systems performance. Develop and execute SMART 21 training plans for the new • financial management and Human Resource systems in tandem with SMART 21 vendor. • Suooort OCM activities as required 

	Integration Lead/ Solution 
	Integration Lead/ Solution 
	A member of the OPM, this role will: 

	Architect 
	Architect 
	• During the Initial Procurement, work with the State to support the technical subject matter experts and non-voting members on the ERP RFP evaluation committee to coordinate and manage the evaluation of vendor functional responses. • During the ERP Fit-Gap Analysis, work with both State staff and vendors to communicate State requirements and to assist the State in its understanding and evaluation of proposed solutions. • Ensure requirements across the major project components are defined and reflected in t


	State Functional Lead 
	State Functional Lead 
	State Functional Lead 
	A member of the OPM, this role will: 

	Administrator 
	Administrator 
	• Work closely with OCM and BPR Leads to facilitate synergy among functionality requirements-definition and process changes • Review requirements and priorities established by Lead SMEs to establish a cohesive "big picture" for SMART 21 solution. • Serve as the lead with both State staff and vendors to communicate State functional requirements and to assist the State in its understanding and evaluation of proposed solutions 

	Lead Subject Matter 
	Lead Subject Matter 
	As members of the OPM, the lead SM Es will: 

	Experts (SMEs) 
	Experts (SMEs) 
	• Facilitate the coordination of OCM activities within their respective business areas. • Work with both State staff and vendors to communicate State functional requirements in their respective business areas and to assist the State in its understanding and evaluation of proposed solutions • Escalate project issues/risks 

	Solution Providers (vendors) 
	Solution Providers (vendors) 
	Manage the project daily activities to deliver the agreed-upon • scope of work, on-time and within budget while meeting project quality criteria • Report on project metrics, progress, schedule • Respond to requests from the OPM and from any state vendors (e.g., independent verification and validation -IV&V, Quality Management, Program Assurance) assisting the OPM in the oversight of the project • Escalate disputes, issues, risks to OPM Director 


	2.6.1.1 OPM Organization 
	2.6.1.1 OPM Organization 
	Lee-Ann Easton Director Off1Ce of Proiect Management 
	. --
	-

	Managers from Gartner Consulting 
	' Steering Committee -
	~ 

	Various State Agencies 
	Brett Harvey ERP Project Manager 
	Chuck Carroll Business Process Analyst 
	Figure
	-
	Dr. James King Evan Dale Organizational Change Manager State Functional Lead 
	Lesley Mohlenkamp Shauna Bakkedahl Management Analyst 
	Lead Procurement SME 
	, ~ead Facilities SME 
	Figure
	2.6.2 Project Governance 
	This section summarizes the management and governance organizations in place for the SMART 21 Project. In subsequent sections of this document, charters provide detailed descriptions of the Office of Project Management (OPM), Steering Committee, and Executive Committee. 
	The below are high-level definitions for various groups that provide the SMART 21 Project governance: 
	Organizations 
	Organizations 
	Organizations 
	Definition 

	Office of Project Management (OPM) 
	Office of Project Management (OPM) 
	The SMART 21 OPM develops and maintains the project charter, engages with leadership to achieve consensus, coordinates activities of stakeholders, develops project plans and timelines, validates deliverables meet quality and timeliness standards, and reports and communicates project status. The OPM is responsible for the oversight of integrated schedule, all project management processes (scope and change management, risk management, schedule management, issue management, etc.), Communication Plan, Organizat

	Steering Committee 
	Steering Committee 
	Represents key business stakeholders and provides stakeholder input to ensure the project serves the business needs of the state while minimizing technical and operational risks. 

	Executive Committee 
	Executive Committee 
	Provides the executive sponsorship for the project, making all executive level decisions, establishing broad st~ategies for the project, and ensuring participation and the commitment of resources by participating agencies. 


	2.6.2.1 Project Governance Organization 
	ERP I Lead SMEs for: Service • Financial Provider • Human Resources (Vendor) • Technical Executive Committee (Executive Sponsors) Statewide ERP Office of Project Management ~ (OPM) Statewide ERP Project Components 
	Steering Committee 
	(Key Stakeholders) 
	2.6.3 Primary Project Stakeholders 
	The below is a list of Nevada agencies that are the primary formal stakeholders of the SMART 21 Project. The list of representatives for each of these stakeholder groups is maintained in a separate document, the project Communications Plan. 
	Stakeholder Departments 
	Stakeholder Departments 
	Stakeholder Departments 

	Department of Administration 
	Department of Administration 
	Gaminq Commission 

	Office of the Attorney General 
	Office of the Attorney General 
	Governor's Office of Finance 

	Office of the State Controller 
	Office of the State Controller 
	Leqislative Council Bureau 

	Department of Corrections 
	Department of Corrections 
	Department of Transportation 

	Department of Conservation and Natural Resources (DCNR) 
	Department of Conservation and Natural Resources (DCNR) 
	Public Employee Benefit Proqram (PEBP) 

	Department of Employment, Training, and Rehabilitation (DETR) 
	Department of Employment, Training, and Rehabilitation (DETR) 
	Office of the Secretary of State 

	Department of Health and Human Services 
	Department of Health and Human Services 
	Department of Taxation 

	Department of Public Safety 
	Department of Public Safety 
	Office of the State Treasurer 

	Department of Education 
	Department of Education 
	Department of Wildlife 

	Department of Motor Vehicles 
	Department of Motor Vehicles 
	Department of Business and Industry 

	Department of Taxation 
	Department of Taxation 
	Tourism and Cultural Affairs 


	2. 7 Key Risks and Mitigation 
	A risk is any factor that may potentially interfere with successful completion of the project. A risk is not a problem -a problem has already occurred; a risk is the recognition that a problem might occur. By recognizing potential problems, actions can be identified to avoid or minimize the impact of the problem on the project. 
	The initial risks identified in the Project Charter are the most significant risks during the project initiation and planning. Risks will continue to be identified and acted upon throughout the life of the project but documented outside the Project Charter as part of the project's formal risk management process. 
	The following are initial risks identified at the time of project initiation and planning: 
	Risk Description 
	Risk Description 
	Mitigation Actions 

	Given the statewide nature of this 
	Given the statewide nature of this 
	• Establish a Steering Committee as part of the 

	project, if the various agency 
	project, if the various agency 
	project governance to include participation by key 

	stakeholders are not sufficiently 
	stakeholders are not sufficiently 
	stakeholder agencies 

	engaged and do not participate fully, 
	engaged and do not participate fully, 
	engaged and do not participate fully, 
	engaged and do not participate fully, 
	engaged and do not participate fully, 
	engaged and do not participate fully, 
	engaged and do not participate fully, 
	engaged and do not participate fully, 
	engaged and do not participate fully, 
	o Status: Complete 

	there is a risk that the SMART 21 

	• Develop, maintain, and execute on an 

	solution will not meet the needs of 

	Organizational Change Management plan to 

	the state or otherwise experience 

	include a Communications Plan 

	trouble with user or agency adoption. 

	o Status: Complete If the SMART 21 Project experiences 
	Contract with service provider that is objective and 
	significant delays in the issuance of 
	significant delays in the issuance of 
	experienced with ERP sourcing and implementation 

	an RFP for the ERP solution, then 
	an RFP for the ERP solution, then 
	in the public sector to assist with: 

	forward momentum may be lost 
	• ERP strategy 
	which could lead to project credibility 
	which could lead to project credibility 
	which could lead to project credibility 
	which could lead to project credibility 
	which could lead to project credibility 
	• ERP conceptual architecture 

	being lost and loss of stakeholder 

	• Procurement/sourcing strategy 

	engagement. 

	• 
	• 
	• 
	Requirements elicitation and documentation 

	• 
	• 
	RFP development 

	• 
	• 
	Vendor selection and contract negotiation 


	o Status: Complete If the state does not have adequate 
	Establish an Office of Project Management for the project management capabilities in 
	project, staffed with state and contracted resources place for a project of this size and 
	and using best practices for technology projects complexity, successful project 
	customized to Nevada's needs. outcomes may be in jeopardy. 
	o Status: Complete If project deliverables are not robust 
	Consider augmenting the quality assurance review of and high enough quality, then project 
	the functional, technical, and services provided by the outcomes may be in jeopardy. 
	contracted services providers. This could be accomplished by hiring a third-party vendor to provide Quality Assurance, Project Assurance, and Oversight services to the SMART 21 Project. 
	o Status: To be considered 




	2.8 Resource Requirements 
	2.8 Resource Requirements 
	This section identifies key resource levels needed for the planning and execution of the project. 
	Resource Type 
	Resource Type 
	Resource Type 
	Project Phase(s) / Milestone(s) 

	SMART 21 
	SMART 21 

	Contracted Service Provider: ERP strategy, RFP development, vendor selection consulting services 
	Contracted Service Provider: ERP strategy, RFP development, vendor selection consulting services 
	RFP development, posting, vendor selection and contract award 

	Contracted Service Provider: ERP Software and Implementation Vendor 
	Contracted Service Provider: ERP Software and Implementation Vendor 
	Throughout the ERP implementation 

	ERP Office of Project Management staff • Project Director Project Manager • Project Support • OPM Support Analyst • • Business Process Analyst (BPA) Organizational Change Management (OCM) Lead • Integration Lead/ Solution Architect • State Functional Lead Administrator • • Lead Subject Matter Experts (SM Es) • Training Officer (Management Analyst Ill) 
	ERP Office of Project Management staff • Project Director Project Manager • Project Support • OPM Support Analyst • • Business Process Analyst (BPA) Organizational Change Management (OCM) Lead • Integration Lead/ Solution Architect • State Functional Lead Administrator • • Lead Subject Matter Experts (SM Es) • Training Officer (Management Analyst Ill) 
	100% throughout the ERP implementation 

	Contracted Service Provider: Independent Verification and Validation Services (program assurance) 
	Contracted Service Provider: Independent Verification and Validation Services (program assurance) 
	Throughout the ERP implementation, if required 


	2.9 Cost Estimates 
	2.9 Cost Estimates 
	At the Project Charter stage, order of magnitude costs are typically identified so that project funding awareness exists to approve the project into the Planning phase. For the SMART 21 Project, funding will be determined and secured in a staged manner throughout the life of the project. The below represents secured project funding as of the date of this charter. 
	NOTE: These funds do not represent the cost estimate for the entire project, only the funding that has been obtained thus far. 
	Cost Element 
	Cost Element 
	Cost Element 
	Cost Estimate Obtained Funding 
	-

	Rough Timeline 
	Notes: Funding Source, Basis for Cost Estimate 

	ERP Planning, Process Documentation, RFP Development 
	ERP Planning, Process Documentation, RFP Development 
	$1,000,000 
	2015-2017 
	2015 Legislative Session appropriation, FY18 

	Funding for implementation of Phase 1 (Non-Payroll Human Resource Management) 
	Funding for implementation of Phase 1 (Non-Payroll Human Resource Management) 
	$15,000,000 
	July 2018 -Jan 2020 
	Legislative Appropriation 

	Funding for implementation of Phase 2 (Financial Administration, Payroll) 
	Funding for implementation of Phase 2 (Financial Administration, Payroll) 
	Jan 2019 -July 2020 
	Legislative Appropriation 

	Requested funding for Phase 1 (Non-Payroll Human Resource Management) 
	Requested funding for Phase 1 (Non-Payroll Human Resource Management) 
	$25,000,000 
	Fiscal Year 2020 
	Legislative Appropriation 

	Requested funding for Phase 2 (Financial Administration, Payroll) 
	Requested funding for Phase 2 (Financial Administration, Payroll) 
	$25,000,000 
	Fiscal Year 2021 
	Legislative Appropriation 



	2.10 Project Milestone Stage Gates and Schedule Estimates 
	2.10 Project Milestone Stage Gates and Schedule Estimates 
	At the Project Charter stage, major milestones are estimated but may be adjusted as project plans are elaborated. 
	The table below depicts the major project milestones and identifies milestones that are governance "stage gates" -meaning that a governance committee approves the progression of the project beyond this milestone. 
	Major Milestone 
	Major Milestone 
	Major Milestone 
	Estimated Completion Timeframe 
	Stage Gate for project governance review? 
	Comments 

	TR
	ERP Implementation 

	1. RFP to competitively procure ERP solution is posted. 
	1. RFP to competitively procure ERP solution is posted. 
	Fiscal 01, 2019 
	Yes 
	Executive Committee formally approves the posting of the RFP based on the OPM and the Steering Committee recommendation. 

	2. ERP vendor is selected and a contract award is announced 
	2. ERP vendor is selected and a contract award is announced 
	Fiscal 04, 2019 ~bi~ 
	-

	Yes 
	Board of Examiners (BOE) formally approves contract award based on Executive Committee, OPM and Steering Committee recommendation. 

	3. Phase 1 Non-Payroll Human Resources Management implementation 
	3. Phase 1 Non-Payroll Human Resources Management implementation 
	Go Live by end of Fiscal 01, 2021 
	Yes 
	Executive Committee formally approves go-live based on readiness assessment recommendation from the OPM and Steering Committee. 

	4. Phase 2, Financial Administration 
	4. Phase 2, Financial Administration 
	Go Live by end of Fiscal 04, 2022 
	Yes 
	Executive Committee formally approves go-live based on readiness assessment recommendation from the OPM and Steering Committee. 

	5. Phase 2, Payroll 
	5. Phase 2, Payroll 
	Go Live by end of Fiscal 04, 2022 
	Yes 
	Executive Committee formally approves go-live based on readiness assessment recommendation from the OPM and Steering Committee. 


	Office of Project Management (OPM) Charter 
	3.0 Charter for Office of Project Management (OPM) 
	The OPM develops and maintains the project charter and other project management 
	documentation, engages with leadership to achieve consensus, coordinates activities of 
	stakeholders, develops project plans and timelines, validates deliverables meet quality and timeliness standards, and reports and communicates project status. 
	3.1 Duties and Responsibilities 
	The OPM: 
	Ł Maintains and monitors the integrated project schedule, all project management processes (scope and change management, risk management, schedule management, issue management, etc.), Communication Plan, Organizational Change Management activities, contract management, project related financials, and integrated reporting 
	Ł Ensures the project serves the business needs of the state and provides the coordination within the business stakeholders for project reviews (e.g., deliverable reviews) and issue/risk management 
	Ł Provides guidance and Subject Matter Expertise from a business process perspective 
	Ł Manages all business and technical aspects of the project as the envoy of the Executive Committee (executive sponsors) 
	Ł Delivers a useful, quality product as scoped, on schedule, with resources provided, and within budget 
	Ł Provides periodic status reports 
	Ł Assist the project stakeholders with business area project support 
	Ł Interfaces with stakeholders and end users 
	Ł Reviews and approves schedule baselines, deliverables, initiative plans, and other documents 
	Ł Escalates change requests, issues, and risks for visibility, decision-making, and resolution through the governance processes 
	Ł Facilitates the project governance 
	Ł Makes hiring decisions for positions/roles within the OPM 
	The RACI matrix is a tool for identifying roles and responsibilities and avoiding confusion over those roles and responsibilities during a project. The acronym RACI stands for: 
	Ł Responsible: The person who does the work to achieve the task. They have responsibility for getting the work done or decision made. 
	Ł Accountable: The person who is accountable for the correct completion of the task. This is the role that "Responsible" is accountable to and approves their work. 
	Ł Consulted: The people who provide information for the project and with whom there is a two-way communication. This is usually several people, often subject matter experts. 
	Ł Informed: The people who are kept informed about progress and with whom there is one-way communication. These are people affected by the outcome of the tasks. 
	The table below describes is the standard RACI matrix for the ERP Project: 
	Role 
	Role 
	Role 
	Project Initiation 
	Planning 
	Project Execution 
	Closing 

	ro +-' U) u 0 -~ 0.. e e a.. a.. 
	ro +-' U) u 0 -~ 0.. e e a.. a.. 
	+-' I.... u Q) Q) t'. -~ co e .c a.. 0 
	+-' C Q) E +-' Q) U Ol Q) co -~CC 0 CO CO 0: ~ a.. 
	U) Q) iii Ol Q) C ::::l co c;; .c Q) 0 a:: 
	t'. 0 0.. Q) a:: U) ::::l +-' co +-' Cl) 
	~ U) a: -Q) U) ::::l 0) U) 0 (/) _J 
	-

	"O Q) ...... co -U) ~ E U) Q) W:!:::: 
	U) Q) +-' co (9 Q) Ol co +-' Cl) 
	...... ::::, ti 0 Q) Q) •-, U) e o a.. 0 

	OPM 
	OPM 
	R, A 
	R, A 
	I, R 
	R,A 
	R,A 
	R, A 
	R,A 
	R, A 

	Steering Committee 
	Steering Committee 
	I 
	I 
	I 
	I 
	I 
	I 
	I 
	I 

	Executive Committee 
	Executive Committee 
	C 
	I 
	C 
	I 
	I 
	C 
	C 
	C 


	3.2 OPM Organization 
	The table below depicts the members of the OPM. A description of the OPM roles and organization chart is found in section 2.6.1 (the Project Charter) of this document. 
	Role 
	Role 
	Role 

	Director, OPM 
	Director, OPM 

	Project Manager 
	Project Manager 

	OPM Support 
	OPM Support 

	Business Process Analyst (BPA) 
	Business Process Analyst (BPA) 

	Organizational Change Management (OCM) Lead 
	Organizational Change Management (OCM) Lead 

	Integration Lead/Solution Architect 
	Integration Lead/Solution Architect 

	State Functional Lead 
	State Functional Lead 

	State Functional SME (Financial) 
	State Functional SME (Financial) 

	State Functional SME (HR) 
	State Functional SME (HR) 

	Training Officer (Management Analyst) 
	Training Officer (Management Analyst) 


	Steering Committee Charter 
	4.0 Charter for SMART 21 Project Steering Committee 
	The SMART 21 Project Steering Committee represents key business stakeholders that are advisors to OPM and the Executive Committee that ensure the project serves the business needs of the state while minimizing technical and operational risks. 
	4.1 Duties and Responsibilities 
	The ERP Project Steering Committee is a static body that receives status reports and project updates from OPM that are informational. The ERP Steering Committee is in an advisory capacity, giving advice, actively mitigating risks, and ensuring communications about the project are cascaded down through their organizations. The focus of the Steering Committee is: 
	What the Steering Committee Will Do: 
	What the Steering Committee Will Do: 
	What the Steering Committee Will Do: 
	What the Steering Committee Will Not Do: 

	Receive progress highlights for completed and upcoming delivery activities in the project schedule 
	Receive progress highlights for completed and upcoming delivery activities in the project schedule 
	Do detailed status reviews in each meeting 

	Make recommendations to resolve escalated project issues by providing direction and priority 
	Make recommendations to resolve escalated project issues by providing direction and priority 
	Dive into the weeds on areas where SMEs should be the involved 

	Ensure communication and collaboration across different departments where coordination and common agreement is needed 
	Ensure communication and collaboration across different departments where coordination and common agreement is needed 
	Make tactical decisions around project execution 

	Acts as the focal point to receive communications and ensure department staff are kept informed 
	Acts as the focal point to receive communications and ensure department staff are kept informed 
	Delegate authority/representation down the chain of command to other department staff, unless approved by the OPM Director 


	4.2 Scope of Steering Committee Recommendations 
	The Steering Committee will provide recommendations on items escalated from the OPM: Ł Recommendations on increasing or decreasing the scope of the project in a way that impacts the key objectives specified in the Project Charter. Ł Project scope, functionality, or technical recommendations that do not impact the key 
	objectives and do not change the project delivery timeline or budget Ł Recommendations for mitigating risks elevated by the OPM to the Steering Committee Ł Decide on changes to project resources/SME's from Departments when needed to 
	participate in key project activities Ł Provides formal recommendations to approve key project stage gates/milestones 
	4.3 Membership 
	The following table depicts the Departments that should be represented on the Steering Committee: 
	Stakeholder Departments 
	Stakeholder Departments 
	Stakeholder Departments 

	Department of Administration 
	Department of Administration 
	GaminQ Commission 

	Office of the Attorney General 
	Office of the Attorney General 
	Governor's Office of Finance 

	Office of the State Controller 
	Office of the State Controller 
	LeQislative Council Bureau 

	Department of Corrections 
	Department of Corrections 
	Department of Transportation 

	Department of Conservation and Natural Resources (DCNR) 
	Department of Conservation and Natural Resources (DCNR) 
	Public Employee Benefit Program (PEBP) 

	Department of Employment, Training, and Rehabilitation (DETR) 
	Department of Employment, Training, and Rehabilitation (DETR) 
	Office of the Secretary of State 

	Department of Health and Human Services 
	Department of Health and Human Services 
	Department of Taxation 

	Department of Public Safety 
	Department of Public Safety 
	Office of the State Treasurer 

	Department of Education 
	Department of Education 
	Department of Wildlife 

	Department of Motor Vehicles 
	Department of Motor Vehicles 
	Department of Business and Industry 


	4.4 Logistics 
	Ł Meetings: 
	o 
	o 
	o 
	Chair: OPM Director 

	o 
	o 
	Frequency: Monthly as needed, ad-hoc meetings called if needed sooner 

	o 
	o 
	Meeting Duration: one hour 

	o 
	o 
	Meeting Location: TBD 

	o 
	o 
	Quorum: none 

	o 
	o 
	o 
	Agenda: Distributed by the OPM prior to the meeting and/or available at the meeting. Standing agenda items include: Ł High level project status (e.g., timelines, deliverables) Ł Mitigate risks, issues, action items 

	Ł Project recommendations Ł Questions 

	o 
	o 
	Meeting Notes: summarized by the OPM and distributed after the meeting or made available on the project document repository 


	Executive Committee Charter 
	5.0 Charter for SMART 21 Executive Committee 
	The Executive Committee provides the executive sponsorship for the project, providing executive level guidance on matters of project execution strategy, and ensuring the commitment and participation of State Departments and Agencies. 
	5.1 Duties and Responsibilities 
	The Executive Committee: Ł Leads the effort to secure funding and resources for the ERP project Ł Reviews recommendations made by the OPM and the ERP Steering Committee Ł Communicates and champions the vision and objectives of the ERP Project, tying it to 
	overall State-level strategic objectives Ł Directly addresses escalated inter-agency differences which impede the progress of the 
	project, and also identifies opportunities for inter-agency collaboration Ł Receives periodic status reporting and communication from the OPM Ł Promotes awareness, understanding, engagement, and support for the project within the 
	agencies represented and with the State of Nevada as a whole Ł Decisions on requests to extend the timeline of project delivery of key milestone stage gates when the delay pushes the milestone into the next quarter Ł Decisions on initial requests to allocate funding from project reserves and requests to modify the project budget spending categories by more than 10% or $75,000 cumulatively, whichever is less 
	5.2 Membership 
	The following table depicts the members of the Executive Committee: 
	Name 
	Name 
	Name 
	Role 
	Agency 

	Catherine Byrne 
	Catherine Byrne 
	Co-Chair & Voting Member 
	State Controller 

	Susan Brown 
	Susan Brown 
	Co-Chair & Voting Member 
	Interim Director, GFO 

	Deonne Cantine 
	Deonne Cantine 
	Co-Chair & Voting Member 
	Director, Dof A 

	Michael Dietrich 
	Michael Dietrich 
	Advisory Member 
	State CIO 

	Lori Hoover 
	Lori Hoover 
	Advisory Member 
	Chief Deputy Controller 


	5.3 Meeting Logistics 
	Ł Meetings: 
	o 
	o 
	o 
	Chair: none. OPM Director facilitates the meeting. 

	o 
	o 
	Frequency: Monthly as needed, ad-hoc meetings called if needed sooner 

	o 
	o 
	Meeting Duration: one hour 

	o 
	o 
	Meeting Location: TBD 

	o 
	o 
	Quorum: At least two co-chairs must be present to proceed with meeting and decision-making 

	o 
	o 
	o 
	Agenda: Distributed by the OPM prior to the meeting and/or available at the meeting. Standing agenda items include: Ł High level project status (e.g., timelines, deliverables) Ł Escalated risks, issues, action items Ł Decision-making recommendations to be addressed by Executive 

	Committee Ł Questions 

	o 
	o 
	Meeting Notes: summarized by the OPM and distributed after the meeting or made available on the project document repository 


	Ł Decision-making model: consensus (all voting members present can live with the decision). In the absence of consensus, decisions are decided by majority vote of the voting members of the Executive Committee. 
	6.0 Formal Authorization and Approvals 
	This section formalizes the approval of the Executive Committee (i.e., the Executive Sponsors) for the following items described in this document: 
	• 
	• 
	• 
	ERP Project (ERP Project Charter) 

	• 
	• 
	OPM Charter 

	• 
	• 
	Steering Committee Charter 

	• 
	• 
	Executive Committee Charter 


	Executive Committee Co-Chair Catherine Byrne, State Controller 
	Executive Committee Co-Chair Catherine Byrne, State Controller 
	Executive Committee Co-Chair Catherine Byrne, State Controller 
	Date 

	Susan Brown, Director, GFO I ~ 
	Susan Brown, Director, GFO I ~ 
	TD
	Figure


	Deonne Cantine, Director, DofA 
	Deonne Cantine, Director, DofA 
	TD
	Figure













