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	Purpose  The IT EPMO Project Delivery Toolkit provides practical tools to support projects across the lifecycle. Use the toolkit to add structure where it creates value, while tailoring the level of documentation to the project's size, complexity, risk, methodology, engagement model, and delivery context.



Core principle
Structure, not bureaucracy. The right tool at the right time should make delivery easier, not create work for its own sake.
Internal IT EPMO Guide


1. How to Use This Guide
This guide is a practical reference for IT EPMO project managers, project teams, sponsors, and leaders. It explains what each template is for, when to use it, how the templates relate to one another, and how the toolkit should be tailored to the needs of a particular project.
	Do not interpret the toolkit as a checklist of 18 mandatory documents.  Projects should use the smallest set of tools that provides sufficient clarity, control, accountability, and communication.



The toolkit is organized around the project lifecycle
	Lifecycle Stage
	Primary Purpose
	Representative Tools

	Initiate
	Understand the request, evaluate the opportunity, and establish the appropriate IT EPMO path.
	Project Intake / Engagement Assessment; Project Proposal; Project Charter

	Plan
	Define how the project will be delivered, staffed, governed, communicated, and controlled.
	Project Plan; Team Roles; Stakeholder Analysis; Communication Plan; Milestone Plan

	Deliver & Control
	Manage delivery, uncertainty, decisions, changes, and project health.
	RAID Log; Risk Register; Decision Log; Change Request; Status Brief

	Assess & Recover
	Evaluate project health and intervene when a project requires focused support.
	Project Health Assessment; Project Recovery Plan

	Close & Learn
	Complete operational and administrative closure, capture learning, and document outcomes.
	Closure Checklist; Lessons Learned; Project Summary



How to decide what to use
Start with the project context: size, complexity, risk, stakeholders, visibility, delivery methodology, and current delivery mode.
Use the IT EPMO Engagement Model to determine the appropriate level of IT EPMO involvement.
Use the Delivery Methodology to determine how the work will be executed: Waterfall, Agile, or Hybrid.
Use the Operating Mode to understand the delivery context: Standard Delivery, Rapid Response, Assessment, or Recovery.
Select only the templates that add value. Reference information maintained elsewhere rather than duplicating it.


2. The IT EPMO Framework
The toolkit supports the IT EPMO framework of Engagement Models, Delivery Methodologies, and Operating Modes. These three dimensions describe how much IT EPMO involvement is appropriate, how work will be executed, and the context in which delivery is occurring.
Engagement Models - how much IT EPMO involvement?
	Engagement Model
	Use When

	Autonomous
	The team owns delivery with minimal IT EPMO involvement.

	Guided
	The team leads delivery and uses IT EPMO expertise, coaching, standards, or targeted support.

	Embedded
	An IT EPMO resource works directly with the project team in a defined role.

	Phase Assisted
	IT EPMO provides support during defined project phases or activities.

	Fully Managed
	IT EPMO leads project delivery and provides comprehensive project management support.



Delivery Methodologies - how will the work be executed?
	Methodology
	Use When

	Waterfall
	Work is primarily planned sequentially, with defined phases, deliverables, and approvals.

	Agile
	Work is delivered iteratively and incrementally through prioritized backlogs, short delivery cycles, and frequent feedback.

	Hybrid
	Different parts of the project require different delivery approaches and the project intentionally combines them.





Operating Modes - what delivery context are we in?
	Operating Mode
	Use When

	Standard Delivery Mode
	The project is proceeding through the normal delivery lifecycle.

	Rapid Response Mode
	The situation requires urgent, focused action and a lightweight delivery approach.

	Assessment Mode
	IT EPMO is evaluating project health, situation, or delivery needs before determining next steps.

	Recovery Mode
	The project requires structured intervention to stabilize delivery and return to a healthy state.



3. Toolkit Principles
Tailor to the Project
The appropriate documentation level depends on project complexity, risk, stakeholder impact, leadership visibility, and delivery needs.
Maintain Information Once
If detailed information is maintained in TDX or another approved system or project artifact, reference the source instead of recreating it elsewhere.
Use the Simplest Tool That Works
A straightforward project should not require the same documentation burden as a complex enterprise initiative.
Keep Working Artifacts Current
RAID Logs, Decision Logs, Milestone Plans, Communication Plans, and similar tools only create value when they reflect the current state.
Separate Governance From Administration
Templates should support decisions, accountability, communication, and delivery, not paperwork for its own sake.
Use Companion Tools Deliberately
The toolkit is designed as a connected system. Each tool has a distinct purpose; avoid duplicating content across documents.
	Tailoring rule  Sections marked as applicable or optional may be removed, marked N/A, or referenced through another artifact when they do not add value to the project.



Use level guide
Required / Core: expected for normally managed projects unless an approved alternative is appropriate. Recommended: use unless there is a clear reason the project does not need the tool. As Needed: use when project circumstances, risk, governance, or delivery mode make the tool valuable. IT EPMO Process Tools are used by IT EPMO to assess or route work and are not necessarily project artifacts.


4. Template Catalog
The catalog below is the primary reference for choosing a tool. When in doubt, use the purpose and distinction columns to determine whether an existing artifact already covers the need.
	#
	Template
	Use Level
	When
	Primary Use
	Audience

	1
	Project Intake / Engagement Assessment
	IT EPMO process tool
	At request intake
	Captures the request and recommends the Engagement Model, Delivery Methodology, Operating Mode, and next step.
	Internal

	2
	Project Proposal
	As needed
	Before authorization
	Builds the initial case: need, outcome, high-level scope, timing, resources, cost, and success measures.
	Public

	3
	Project Charter
	Core
	Project initiation
	Authorizes the project and documents purpose, business need, objectives, scope, sponsors, major deliverables, delivery context, initial risks, and success criteria.
	Public

	4
	Project Plan
	Core
	Planning after charter
	Defines how the project will be delivered and managed and points to companion artifacts.
	Internal

	5
	Project Team Roles & Responsibilities
	Recommended
	Early planning
	Establishes the project team, responsibilities, resource commitments, and optional RACI relationships.
	Internal

	6
	Stakeholder Analysis
	Recommended
	Planning / discovery
	Assesses stakeholder impact, influence, support, interests, concerns, engagement strategy, and ownership.
	Internal

	7
	Project Communication Plan
	Recommended
	Planning and delivery
	Defines significant or recurring communications, including audience, purpose, message, method, cadence, owner, and feedback.
	Public

	8
	Project Milestone Plan
	Recommended
	Planning and delivery
	Tracks major deliverables and commitments without recreating the detailed project schedule.
	Internal





5. Template Catalog - Continued
	#
	Template
	Use Level
	When
	Primary Use
	Audience

	9
	RAID Log
	Recommended
	Delivery and control
	Primary working log for Risks, Assumptions, Issues, and Dependencies.
	Internal

	10
	Risk Register
	As needed
	Deeper risk analysis
	Advanced risk management: probability, impact, rating, mitigation, contingency, triggers, residual risk, ownership, and escalation.
	Internal

	11
	Decision Log
	Recommended
	Throughout delivery
	Records material decisions, rationale, decision maker, impact, and follow-up.
	Internal

	12
	Project Change Request
	As needed
	Material change proposed
	Documents requested changes and the approval decision.
	Public

	13
	Project Status Brief
	As needed
	Outside TDX
	Provides a concise project-health snapshot for sponsors, leadership, or other audiences outside the official status system.
	Internal

	14
	Project Health Assessment
	As needed
	Assessment Mode / concern
	Point-in-time assessment of project health with recommended action.
	Internal

	15
	Project Recovery Plan
	As needed
	Recovery Mode
	Defines stabilization, corrective actions, recovery milestones, governance, leadership decisions, success measures, and exit criteria.
	Internal

	16
	Project Closure Checklist
	Core
	Project closeout
	Verifies deliverable acceptance, operational transition, documentation, knowledge transfer, outstanding items, and closure activities.
	Internal

	17
	Lessons Learned
	Recommended
	Closeout / retrospective
	Captures what worked, what could improve, and recommendations for future projects.
	Public

	18
	Project Summary
	Core
	Project closeout
	Creates the concise final record of project outcomes, accomplishments, significant factors, and follow-up.
	Internal



6. Which Tool Should I Use?
Several tools cover related topics. The following distinctions are intended to eliminate unnecessary duplication and help PMs choose the right tool quickly.
	Tool
	Core Question

	Project Proposal
	Should we pursue this?

	Project Charter
	What are we authorizing?

	Project Plan
	How will we deliver and manage it?

	Stakeholder Analysis
	Who matters and how should we engage them?

	Communication Plan
	What will we communicate, how, when, and by whom?

	RAID Log
	What risks, assumptions, issues, and dependencies are we managing?

	Risk Register
	Which risks need deeper analysis and response planning?

	Health Assessment
	What is the project condition and what action is warranted?

	Recovery Plan
	How will we stabilize and recover the project?

	Closure Checklist
	Did we properly close the project?

	Lessons Learned
	What did we learn?

	Project Summary
	What did we accomplish?





7. Tailoring by Engagement Model
Engagement Models describe the level of IT EPMO involvement. The template set should scale with the level of support, without assuming every project needs every artifact.
	Template
	Autonomous
	Guided
	Embedded
	Phase Assisted
	Fully Managed
	Rapid Response Team

	Project Charter
	Core
	Core
	Core
	Core
	Core
	Core

	Project Plan
	As needed
	Recommended
	Core
	As needed
	Core
	As needed

	Team Roles & Responsibilities
	As needed
	Recommended
	Recommended
	Recommended
	Core
	As needed

	Stakeholder Analysis
	As needed
	As needed
	Recommended
	As needed
	Recommended
	As needed

	Communication Plan
	As needed
	Recommended
	Recommended
	Recommended
	Core
	As needed

	Milestone Plan
	Recommended
	Recommended
	Core
	Recommended
	Core
	As needed

	RAID Log
	Recommended
	Recommended
	Core
	Recommended
	Core
	As needed

	Decision Log
	As needed
	Recommended
	Recommended
	Recommended
	Core
	As needed

	Risk Register
	As needed
	As needed
	As needed
	As needed
	As needed
	As needed

	Status Brief
	As needed
	As needed
	Recommended
	As needed
	Recommended
	As needed

	Health Assessment
	As needed
	As needed
	As needed
	As needed
	As needed
	As needed

	Recovery Plan
	As needed
	As needed
	As needed
	As needed
	As needed
	As needed

	Closure Checklist
	Core
	Core
	Core
	Core
	Core
	Core

	Lessons Learned
	Recommended
	Recommended
	Recommended
	Recommended
	Core
	Recommended

	Project Summary
	Core
	Core
	Core
	Core
	Core
	Core



	Guidance  The table is intended as a starting point, not a mandate. Project circumstances can justify adding or removing artifacts.





8. Tailoring by Operating Mode
	Operating Mode
	Primary Focus
	Highest-Value Tools

	Standard Delivery Mode
	Normal delivery lifecycle and controls.
	Project Plan; Milestone Plan; RAID Log; Decision Log; Status reporting; normal closure tools.

	Rapid Response Mode
	Urgent action with minimal bureaucracy.
	Intake/assessment; focused RAID/actions; Decision Log; targeted communications; rapid exit criteria.

	Assessment Mode
	Understand the situation and determine what support is needed.
	Project Health Assessment; existing project artifacts; stakeholder input; recommendations.

	Recovery Mode
	Stabilize delivery and return the project to a healthy path.
	Health Assessment; Recovery Plan; RAID; Milestone Plan; Decision Log; leadership/status communication.



9. TDX and Other Systems of Record
	Official status reporting  Project managers are responsible for updating official project status in TDX twice monthly. The Project Status Brief is a supplemental communication tool for audiences outside the system.



Avoiding duplicate information
Use TDX for institutional project status and other required project-system information.
Use the Project Plan to describe how the project will be managed, not to recreate every task or status record.
Use the Milestone Plan for major commitments; keep the detailed schedule in the approved scheduling or work-management system.
Use the RAID Log and Decision Log as active working artifacts, not as narrative appendices to the Project Plan.
Where a companion artifact is the detailed source, reference its location from the Project Plan Artifact Register.
10. Public vs. Internal Toolkit
Not every IT EPMO tool should be offered as a self-service public download. Public resources should be useful to stakeholders who may initiate, participate in, or support project work. Internal tools provide deeper project-management and IT EPMO governance capabilities.
Public website templates
	#
	Template
	Why It Is Public

	1
	Project Proposal
	Helps stakeholders develop and communicate an initial project opportunity or need.

	2
	Project Charter
	Shared authorization and alignment artifact for project sponsors and teams.

	3
	Project Change Request
	Provides a clear mechanism for documenting and evaluating significant project changes.

	4
	Project Communication Plan
	Supports stakeholder communication planning and can be used collaboratively with project teams.

	5
	Lessons Learned
	Encourages reflection and organizational learning.



Internal IT EPMO-managed templates
Project Intake / Engagement Assessment
Project Plan
Project Team Roles & Responsibilities
Stakeholder Analysis
RAID Log
Risk Register
Decision Log
Project Milestone Plan
Project Status Brief
Project Health Assessment
Project Recovery Plan
Project Closure Checklist
Project Summary
	Internal does not mean confidential  Internal tools may be shared with sponsors, project teams, stakeholders, or leadership when appropriate. They are simply not offered as general self-service downloads on the public IT EPMO website.





11. Template Governance
The IT EPMO owns the toolkit as a managed product. Individual templates should have clear ownership, versioning, and review expectations so that outdated documents do not remain in circulation.
	Governance Element
	Standard

	Template Owner
	IT EPMO unless another owner is explicitly designated.

	Versioning
	Published templates use a simple Version x.y convention. Internal controlled copies retain Revision History.

	Review Cycle
	Review at least annually and sooner when delivery practices, systems, policy, or IT EPMO standards materially change.

	Public/Internal Designation
	Each template should have a documented audience designation.

	Retirement
	Superseded templates should be removed from active locations and marked retired to prevent accidental reuse.

	System Consistency
	Templates should use the same IT EPMO visual language, terminology, and framework names.



Document control for each template
	Control Field
	Example

	Template Name
	IT EPMO Project Charter

	Version
	1.0

	Owner
	IT EPMO

	Audience
	Public / Internal

	Status
	Active

	Last Reviewed
	08/14/2026

	Next Review
	08/2027

	Replaces
	Prior charter templates, if applicable





12. Quick Reference - Start Here
	If you are...
	Start with...

	A stakeholder with a new project idea
	Project Proposal, then Project Charter if the initiative proceeds.

	Requesting IT EPMO help
	IT EPMO Intake / Engagement Assessment process.

	Starting an approved project
	Project Charter and Project Plan.

	Building the project team
	Project Team Roles & Responsibilities.

	Planning stakeholder engagement
	Stakeholder Analysis, then Communication Plan.

	Tracking project control items
	RAID Log; add Risk Register when deeper risk analysis is needed.

	Recording a material project decision
	Decision Log.

	Requesting a significant project change
	Project Change Request.

	Communicating project health outside TDX
	Project Status Brief.

	Concerned about project health
	Project Health Assessment.

	Working to recover a troubled project
	Project Recovery Plan.

	Preparing to close a project
	Project Closure Checklist, Lessons Learned, and Project Summary.



The IT EPMO promise
	Use structure where it adds value.  The toolkit is designed to help teams succeed by providing clarity, practical project-management expertise, and consistent delivery practices without unnecessary bureaucracy.





Appendix A. Revision History
	Version
	Date
	Owner
	Description of Change

	1.0
	08/14/2026
	IT EPMO
	Initial approved release of the IT EPMO Project Delivery Toolkit Guide.
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