
Project Prioritization
Information Technology Project Implementation Office



What is an Information Technology project?

A technology project can be defined as a temporary and organized effort with a specific set of objectives and goals aimed at creating, 
developing, implementing, or improving technology-related solutions or systems within an organization. 

Projects have a defined scope, timeline, budget, and resources allocated to them. Technology projects can encompass a wide range of 
activities, such as:

 Software Development: Creating new software applications, upgrading existing ones, or customizing software to meet specific 
needs.

 Hardware Implementation: Installing, configuring, and maintaining computer hardware, servers, or network infrastructure.

 System Integration: Integrating various technology components or systems to work together seamlessly.

 Data Management: Projects related to data storage, data analysis, data migration, or data security.

 Infrastructure Enhancement: Expanding or improving IT infrastructure, including data centers, cloud environments, and 
telecommunications systems.

 Website Development: Designing, building, and maintaining websites or web applications.

 Security Initiatives: Projects aimed at enhancing cybersecurity, protecting data, and ensuring the security of IT systems.

 IT Upgrades and Migrations: Upgrading or migrating existing technology systems, such as operating systems or software platforms.

 Business Process Automation: Implementing technology solutions to automate and streamline business processes.



Project Intake Today

 Project intake form

 Direct emails to IT personnel

 Incident/Service Request 
submission

 Telephone calls

 Meetings

 PIE/NRA

 Departmental purchase



Current Project Proposal Process



Current Challenges

Resource Allocation/Misallocation

 Without clear priorities, resources such as time, money, and manpower are spread thin across numerous projects, 
leading to inefficiency. 

 Proper selection of project team, without predefined roles and decision making authority.

Scope Creep

 Project scope evolves in ways not initially intended, leading to delays, increased costs, project timeline extension, user 
acceptance, and ultimately potential project failure. 

Managing Expectations

 Conflict may arise among different stakeholders vying for resources for their preferred projects.

Failure to Meet Deadlines

 Lack of decision making, resources, and prioritization can lead to missed deadlines and project deliverables.

Financial Consequences

 Investment in projects that do not meet customer needs and expectation, resulting in financial losses.

Difficulty Monitoring and Evaluating

 Results from resource misallocation due to the nature and timing of the project; resulting in challenges to properly 
assess and monitor the success of the project.



Proposed Changes 

New Intake and Evaluation Process
 NEW Project Proposal Intake Form

 Project team identified during the proposal phase; including functional and technical participants, project 
sponsor and project owner

 Prioritization Criteria 

 Strategic Alignment

 Operational Alignment

 Feasibility

 Technology 

 Quarterly review and rating

 Quarterly prioritization and approval by President’s Cabinet



Benefits of an Intake Process

Alignment with Strategic Goals
 Prioritization helps ensure that IT projects align with the overall strategic goals and 

objectives of the College. This ensures that resources are directed towards 
initiatives that contribute to the long-term success of our students, faculty, and 
administrative staff.

Resource Optimization
 By prioritizing projects, the College can allocate resources more efficiently. This 

includes not only financial resources, but also human resources and time. It helps 
prevent resource conflicts, knowledge gaps and ensures that the most critical 
projects receive the necessary attention.

 Establishing a proper resource allocation process will allow the Information 
Technology department to provide transparency to the campus on available 
resources and time spent on keeping the lights on, administrative work, informal 
and formal projects. 



Benefits of an Intake Process
 Improved Decision Making

 A prioritization process provides a framework for decision-making. It helps 
stakeholders evaluate the potential benefits, costs, and potential risks of each 
project in a systematic manner, leading to more informed and objective decisions.

Enhanced Collaboration
 Stakeholder involvement is crucial in the prioritization process. Involving key 

stakeholders fosters collaboration and ensures that the perspectives of different 
departments and teams are considered. This can lead to more comprehensive 
decision-making and increased buy-in from end users.

 Project proposals will be more thought out and both internal/external factors will be 
considered when taking on such a large initiative. 

Customer Satisfaction
 Prioritizing projects based on customer needs and expectations enhances customer 

satisfaction. This helps ensure that the College focuses on projects that directly 
contribute to meeting customer demands and improving the overall customer 
experience.



Benefits of an Intake Process

Measurable Success
 Carefully thought-out planning and establishing clear criteria for project success 

during the prioritization process will enable the College to measure the impact of 
completed projects. This data can be valuable for continuous improvement and for 
refining the prioritization process over time.

 Financial Accountability
 Project prioritization helps to optimize the use of financial resources and justifying 

expenditures to stakeholders.

Risk Mitigation
 Prioritization will allow the College to identify and address high-risk projects early 

on. By assessing the potential risks and challenges associated with each project, 
decision-makers can take steps to mitigate these risks or reconsider the priority of 
certain initiatives.



Resource Capacity Calculator

Capacity Categories
 Absences
 Keeping the Lights On 

(KTLO)
 Administrative Tasks
 Informal Projects
 Projects



Resource Capacity – Available Project Hours



Proposed Project Intake Process



Project Proposal Intake Form – Project Proposal Ownership



Project Proposal Intake Form – Project Details



Project Proposal Intake Form – Strategic Alignment



Project Proposal Intake Form – Operational Alignment



Project Proposal Intake Form – Operational Alignment



Project Proposal Intake Form – Feasibility



Project Proposal Intake Form – Technology
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