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Task Log Overview

Introduction:

SGHE's Consulting and Project Management Practices have prepared tools to assist clients with the implementation of each of the Banner solutions.  One such tool is a Task Log. The Task Logs describe the typical implementation tasks during the life cycle of a Banner system implementation and describe the client’s process and technical team activities necessary to: define business processes; perform system education follow-up; configure the system with client specific values; perform conversions; document new processes and procedures; train end users and test the configured system prior to production.

The Task Logs are most useful to process team leaders, process team members, project managers, and consultants that need to plan and track tasks leading to a successful implementation.

To the best of our knowledge, this is an accurate reflection of most of the tasks that are required by the client for a successful Banner system implementation. However, it may not include those tasks a client must perform due to their unique circumstances such as the order of solution implementation, customizations, third party product dependencies, time or budgetary constraints and various departmental or organizational issues.

Intended Use
It is intended that the Task Log be used as a starting point or template for the client project management team to define the work breakdown structure of a Banner system as a collection of tasks required to build each module of the system. The Module components are organized and dependent on specific topical sessions delivered by the SGHE consultant assigned to the project. It is expected that the client would customize and update the Task Log to reflect action item assignments or needs unique to the client as identified by the SGHE consultant during the system education and consulting sessions. The Task Log is a document that would then identify the key tasks that would need to be accomplished by the client implementation team. As each task is defined, resources can be assigned to each task, completion dates identified, progress tracked, and problem areas identified along with any additional extra effort necessary to resolve such issues.

Estimation

In the current state, the Task Logs are useful for gross estimation of effort necessary at the initiation of the project.

Definition and Scheduling

As a joint effort between project managers, process team leaders and consultants, the Task Logs can serve as the starting point for the development of a Banner System implementation project schedule. It is at this point that the tasks are assigned to Teams/Resource Groups for later assignment to specific resources.

The task logs can then be used in conjunction with a Banner System Implementation plan (Microsoft Project Schedule) template to define task dependencies, assignments and durations associated with the client specific implementation timeline. Each task within the task log is linked to the Microsoft Project schedule (.MPP file) task via the notes section of the MPP task. These notes identify the task by its unique identifier in the module task log. 
Implementation and Tracking
The Task Logs are transformed into an implementation tracking tool by the process team leader, after discussion with the SGHE consultant providing system training/consulting.  The discussion provides the opportunity to fully define the scope of the described task, describe the anticipated outcome, establish the starting and finishing time, task dependencies, and assign the individual responsible for any additional follow-up activity.  The process team leader then updates the team progress and maintains the Task Log as a tracking tool where task status from start to finish is maintained.

The project management and process team leaders can utilize the Banner System implementation (MPP) schedules and updated Module task logs to assign, schedule and track the system implementation. These controls will insure that the work is on track for each system module. The task logs should be maintained by the process team leaders and reviewed with SGHE consultants to coordinate the tasks, homework and action items assigned to the client implementation process team.
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