[image: image1.png]



[image: image2.png]


Project Definition

Community College of Rhode Island

CCRIBIT

Project Definition

	Prepared by:
	CCRI Banner Steering Committee

	Version:
	1.4

	Last Revision Date:
	June 9, 2003

	Create Date:
	April 15, 2003

	
	


Table of Contents

4Executive Summary


71
Introduction


71.1
Mission


71.2
Objectives


71.3
Benefits


81.4
Benefits History and/or Background


81.4.1
Feasibility Recommendations


102
Project Scope


112.1
Exclusions


122.2
Planned Process Improvements


123
Project Milestones


134
Project Budget


134.1
Introduction


134.2
Budget Assumptions


134.3
Budget Details


135
Assumptions/Dependencies


135.1
Assumptions


155.2
Dependencies


155.2.1
Dependent Projects


155.2.2
Dependent Products


165.2.3
Dependent Resources


165.2.4
Dependent Interfaces


166
Project Constraints


166.1
Project Dimension Grid


176.2
Constraint Details


177
Risks


218
Project Organization


218.1
CCRIBIT Steering Committee, Project Teams, Work Teams


228.2
Roles and Responsibilities


248.3
Change Control Board(s)


249
Project Approach


249.1
Define


249.2
Plan


259.3
Implement


259.4
Close-Out


259.5
Change Management


269.6
Documentation


279.7
Communication


279.8
Measurement


279.9
Project Environment


289.10
Quality Assurance


289.11
Tracking


289.12
Risk Management


2810
System Requirements


2910.1
Database Server Requirements


2910.2
PC Requirements


2910.3
SCT and 3rd Party Product Requirements


2910.4
Developer Requirements


2911
Project Deliverables


3012
Project Success Criteria


3113
Approval to Proceed


3314
Acronyms


3315
Definitions


3416
CCRI Banner Implementation Project Organization


3517
Budget Details




Executive Summary
On December 20, 2002 the Community College of Rhode Island signed a contract for software licenses and a three year services agreement with SCT to migrate from our current SCT Plus management information systems to the SCT Banner Student, Financial Aid, Human Resources and Finance suite of information systems.  With participation from SCT, the Steering Committee prepared this Project Organization and Planning document. The document defines the scope of the migration and will serve as CCRI’s guide for the implementation. The Steering Committee requests the approval of the project definition from the President’s Council after appropriate review.

· Mission

The mission of this project is to ensure that the SCT Banner suite of information systems is implemented in a timely and cost effective manner within the framework of the College’s efforts to better serve its constituents.  

· Goals
The primary goal of the initial phase of the project is to implement the core modules within a 3 year time frame with as much of the existing functionality as possible.  New features and the Banner add-on modules that were purchased must be prioritized considering this goal as well as financial and human resource constraints.  Many of us will be excited by the possibilities of the new system; however we need to temper that excitement with the reality of what it will take just to migrate to the core Banner modules.  

· Recommendations
1. SCT and the Steering Committee strongly recommend that CCRI commit to implement all modules without making any changes to the software to accommodate “the way we have always done things”.   The Banner systems have been designed using best practices in higher education.  Implementing a “vanilla” (unchanged) system will allow CCRI to leverage those best practices to achieve process improvements.

2. Limit new initiatives that would require resources from the key functional areas or the IT MIS group during the project.  If policy changes are required, the feasibility should be assessed by the relevant project team to ensure that the Banner software can support the policy and that implementing it would not affect the project timeline.  Recent new initiatives that are impacting areas involved in the project include drivers education, the new late registration policy, and the late starting courses to be offered in fall 2003 at CCE in Providence.

3. Only regulatory or emergency updates and/or changes should be applied to the old SCT Plus systems during the project.  It will be very difficult for the technical staff to maintain the existing system while implementing the new system.  Changes to the old system must be minimized.

4. A training room should be identified and allocated to the project.  Beginning this summer, full-day training sessions for the project team will be scheduled for 1-2 weeks per month over the next 2 ½ years.  Additionally, team members should have a place to work on the project away from the demands of their offices.  Recommendations for facilities include: 2106 in Warwick (IBPF lab), a shared facility with Lifelong Learning in 4212 (new machines will have to be allocated), sharing 4100 (Center for Instructional Technology) with IT training and faculty use.

· Benefits
CCRI will reap a number of benefits from the move to the Banner products including the following:

- A more fully integrated information system to support decision making will be achieved. 

- End-users will be able to generate ad-hoc reports.  

- CCRI will be in a position to provide improved services to its constituents including enhanced personalized opportunities for access to relevant information.  

- The College will be positioned to more easily take advantage of the features of current and future technology.  

- An opportunity for current process evaluation and re-design will provide the chance to develop more efficient and effective operations.  

- 24x7 system availability will be provided to the College Community.
· Challenges
Project teams and the Steering Committee will be faced with many challenges during the course of the implementation.  For example CCRI currently has two computerized data storage areas for student transcript data, one is SIS Plus the other is a home grown ancillary system.  The task of combining these student transcripts into one data storage area, SIS Plus, in preparation for the Banner migration will require considerable time, effort and planning.  

Implementing the Curriculum, Advising and Program Planning component of the Student module (Degree Audit in SIS Plus), will require that some members of the Student team take on the additional task of re-constructing academic programs in Banner while working on the conversion to the Banner Student module.

Finally, given the multitude of other initiatives currently underway at the College, such as NEASC Accreditation, OHE Data Warehouse, and the Little Big Audit, just to name a few, we may find that the Banner project is competing with these and other projects for the same financial and human resources.  

· Timetable
The timetable for the project was developed by the CCRI Banner Steering Committee in conjunction with SCT at the project planning session held in April.  Finance will be the first module to go live with a target date of July 2004 followed by Admissions and Recruiting in September of 2004.  Financial Aid is scheduled for a January 2005 rollout with Student and the self-service modules for faculty and students going online in March of 2005.  And finally Human Resources is targeted for January 2006.

· Council Role
Steering Committee priorities and project plans will be submitted to the President’s Council for approval.  The Steering Committee will look to the President’s Council for decisions regarding project budget and any policy changes that may be deemed necessary.  The Project Manager will provide bi-monthly updates on the project at Presidents Council Meetings.  Also, CCRI’s Banner implementation project will benefit greatly from the on-going support of the President’s Council with their constituents.

As the President’s Council is presented with opportunities for new initiatives they will be submitted to the Steering Committee for review.  The Steering Committee will assess the impact of the initiative on the Banner implementation budget and timeline and forward the assessment to the President’s Council for consideration.  After reviewing the report from the Steering Committee and considering the risks to the Banner implementation the President’s Council will decide if the new initiative should be undertaken. 

1 Introduction

1.1 Mission

The mission of this project is to ensure that SCT Banner Student, Financial Aid, Human Resources and Finance suite of administrative software is implemented in a timely and cost effective manner within the framework of the College’s efforts to better serve its constituents.

1.2 Objectives

The primary goal of the initial phase of the project is to implement the core modules within a 2 ½ year time frame with as much of the existing functionality as possible.  New features and the Banner add-on modules that we purchased must be prioritized considering this goal as well as financial and human resource constraints.  Many of us will be excited by the possibilities of the new system; however we need to temper that excitement with the reality of what it will take to just to migrate to the core Banner modules.

1.3 Benefits

· To develop processes from a student-centered point of view.

· To provide more fully integrated information systems to support decision making.
· To enable end-users to generate ad-hoc reports.

· To improve services to CCRI constituents including enhanced personalized opportunities for access to relevant information.

· To take advantage of the features of current and future technology.

· To provide an opportunity for current process evaluation, re-design and continuous improvement. 

· To extend information management responsibilities and access to the College Community.

· To provide 24x7 system availability to the College Community.
· More efficient and effective operations.
· Professional growth of individuals.
· Standardization of data.
· More data and information for planning and effective communication.
· Improved understanding of project management methodologies.
· Consistent information system documentation.
· A culture of continuous improvement.
1.4 Benefits History and/or Background

The MIS Assessment Committee was established in May, 2001 and charged with “evaluating our present core administrative systems (SCT), assessing our various options, and recommending to the President’s Council the solution that would best meets the long term goals of CCRI”.  The committee was made up of the following members:

· Alice Aguiar, Assistant Director, Computer Resources

· Tammy Anderson, Associate Director, Computer Resources

· Mike Kelly, Assistant Professor of Computer Studies

· William LeBlanc, Director, Institutional Research

· Sheri Norton, Assistant Director, Personnel

· John Panzica, Lead Information Technologist, Enrollment Services

· Mark Vigorito, Associate Director, Financial Aid

· Pat White, Assistant Controller

1.4.1 Feasibility Recommendations

The committee began meeting in early June and immediately assessed our existing systems, the SCT Plus products.  All agreed that the Plus systems are based on old technology, difficult to maintain, provide limited reporting capability, and should be replaced as soon as possible.  We discussed potential options for replacing these systems and decided to narrow the focus of our evaluation to SCT Banner and PeopleSoft.  SCT Banner was evaluated because: we have many years of experience with SCT; we could easily maintain our investment in Campus Pipeline, the Web for Student and Faculty products, the Touchnet web credit card Payment Gateway, and the EPOS voice response system; and we qualify for SCT’s newly available LEAP program which provides Banner software to Plus clients at no additional cost for licenses.  PeopleSoft was evaluated because CCRI owns licenses to its software as a result of a system wide purchase in 1998.  These vendors are also the market leaders in the Higher Education space and the majority of comparable colleges choosing new administrative systems select one of them.


The committee completed the following tasks during the course of our evaluation.

· Each committee member developed a list of system requirements representing the core functional users of the administrative system.

· Two committee members attended a Version 8 Roadshow that previewed the new release of the PeopleSoft Student Administration system.  (The vendor limited our attendance to 2.)

· We scheduled full day presentations from each vendor and invited 8 key system users in addition to the committee members.  The committee sought feedback from the system users that attended the presentations.

· We collected and assessed documentation for each of the systems.  The documentation included detailed comparisons of the SCT Plus and Banner systems.

· We contacted many people from a variety of colleges and universities that had implemented or planned to implement either SCT Banner or PeopleSoft.  We interviewed these contacts about their implementation projects, costs, and overall experiences with their particular system.

· We prepared estimated budgets for the implementation of each system.  The information was gathered from vendor salespeople, consulting firms, and costs incurred by other colleges.

· We assessed the advantages and disadvantages of each system based on the information gathered.

The result of our evaluation process was the recommendation that CCRI begin the conversion from the SCT Plus software to SCT Banner as soon as possible.  The following points support this recommendation.

· Implementation costs will be significantly lower with Banner.  Our conservative estimate is $1.5 million less.  RIC has spent over $5 million on their implementation, thus far, and their PeopleSoft system has far less functionality than our existing system.  The OHE expenditure for PeopleSoft licenses is considered a sunk cost in this evaluation, as we cannot reverse the expenditure.  Only future project costs are considered in this decision.

· Colleges with PeopleSoft systems require more people with more sophisticated skill sets, both functional users and technical staff, than those with Banner.

· The Banner system provides the most stable and robust functionality, particularly in the Student and Financial Aid systems, which were identified as the key systems in our decision process.  For the majority of our end users, students and faculty, the transition for Campus Pipeline and Web for Students and Faculty will be transparent.  An implementation of PeopleSoft would result in lost functionality for some period of time because of the immaturity and complexity of the product.

· The data conversion will be simpler and more accurate as SCT provides predefined tools to map Plus data to Banner.  Third party tools would be required to convert to PeopleSoft.  CCRI staff and external consultants would have to map Plus data to PeopleSoft.

· SCT has a long history of commitment to higher education and understands what we do.  Their customer service and support are excellent.  PeopleSoft is new to higher education, is complicated to deal with, and is struggling to provide customer service and support.

· The Banner architecture is built on the industry leading Oracle database and uses Oracle’s state of the art development tools.  SCT is able to fully exploit the technology that Oracle provides.  PeopleSoft is written to support several databases, including MS SQL Server, Oracle, and Informix, requiring them to design to the lowest common denominator of database technology.  PeopleSoft utilizes their proprietary toolset, PeopleTools, for application development.  PeopleSoft Version 8 is marketed as completely web enabled, however, the Banner application utilizes Oracle to provide access to the application from a web browser.  

· Most community colleges in Massachusetts and Connecticut use Banner providing easy access to experienced users from similar institutions.

2 Project Scope

Banner Student, Financial Aid, Financials, and Human Resources will replace the equivalent SCT Plus products. The implementation will include the following:

Install Software (Including Oracle)

Technical Training

Engagement Management

Project Management

On-site Oracle training

Relational Database Administration
Student


Technical Training


Functional Training for Project Teams

Admissions/Recruiting


Catalog/Schedule


Registration



Prerequisite Checking


Faculty Load


Academic History


CAPP 


Transfer Articulation


Accounts Receivable

End of Term Processing


Graduation


Enrollment Certification


Student and Faculty and Advisors Self Service


Satisfactory Academic Progress


1098 Processing


Interface to Resource 25

Clearinghouse


Letter Generation Population Selection


Custom Report Development (CCRI responsibility)

Financial Aid


Technical Training


Functional Training for Project Teams

EDE COD processing


Need Analysis/INAS


Budgets 

Tracking


Packaging Awarding Disbursements


Title IV


Student Employment


Funds Management


Enrollment Verification


Satisfactory Academic Progress


Letter Generation Population Selection


Custom Report Development (CCRI responsibility)

Finance


Technical Training


Functional Training for Project Teams


Chart of Accounts


Purchasing


Accounts Payable


Requisitioning


General Ledger


Bids & Commodities


Budgeting


Reconciliation


Accounts Receivable


Grants Accounting


Fixed Assets


1099 processing


Stores Inventory


Year End Processing


Custom Report Development (CCRI responsibility)

Human Resources


Technical Training


Functional Training for Project Teams


Payroll (2 in-house, 1 interface from State of RI)


Position Control


Budgeting


Benefits Deductions/COBRA


Time Entry (1 interface from State of RI)


Attendance Reporting


Labor Distribution


Employee Self Services


Web Time Entry


Applicant Tracking


Letter Generation Population Selection


Custom Report Development (CCRI responsibility)

Conversion Toolkit Training & Consulting & Planning

Campus Pipeline Integration Consulting

2.1 Exclusions 

These are the scope and the tasks that will not be done and why.

The following are not included in the scope of the project but will be prioritized and implemented once we have gone live with Student, Financial Aid, Financials, and Human Resources:

· Executive Self Service

· e-Print

· WebCT Interface

· Workflow

· CommonLine Student Loan Processing  

CCRI will be responsible for the following:
· Conversion of data from Plus systems to Banner
· Custom Report Development
· End User Training

2.2 Planned Process Improvements 

Review elimination of duplicate state payroll process

One registration system for credit/non-credit

Billing and financial aid reports/bills more user friendly

Expand the number of staff trained to construct and deliver custom reports

All data in a single database

3 Project Milestones 

	Milestones
	Date

	Project Start
	April 2003

	Install Hardware
	July 2003

	Install Software
	July 2003

	Finance     
	July 2004

	Admissions/Recuriting
	September 2004

	Financial Aid
	January 2005

	Student
	March 2005

	Bursar
	March 2005

	Human Resources/Payroll
	January 2006

	Post Implementation – Phase II
	

	Executive Self Service 
	

	Worklfow
	

	e-Print
	

	WebCT Interface
	


4 Project Budget

4.1 Introduction

The project budget includes commitments that have been made so far for the project for SCT software and services, HP hardware, and Oracle database software.  Additional project needs for hardware; software and training have also been detailed.  Estimated costs for implementing the add-on modules that were purchased in conjunction with the SCT contract are included.  A budget for labor costs, such as overtime and temporary personnel costs will be created by the end of August after the detailed project plan has been established.

4.2 Budget Assumptions

Adequate funding will be available to complete the implementation

4.3 Budget Details

Refer to:  Section 17 of this document.
5 Assumptions/Dependencies

Assumptions and Dependencies are items that are being presumed and are potentially out of our control.  

5.1 Assumptions

Legacy Systems:

· Legacy systems will be maintained for three months after the data conversions.

· Legacy system development will halt as of May 1, 2003.  Any exceptions must be mission critical requests and be approved by the President’s Council.

· Sources of legacy system data corruption will be identified and immediate solutions developed and deployed.
· Transcript History data must be converted from non-Plus “Archive” system
· Admissions data corruption problem must be resolved
· Clean up of legacy data will be completed before conversion of data into Banner. 
· A systematic approach will be used to identify what data to convert into Banner and what data to archive.
· The current voice registration system, EPOS, will no longer be operational.
Governance:

· The Banner implementation process will be performed in an open and participatory manner.

· Decision-making will be delegated to the lowest level possible.

· Timely communication will occur between all committees and work groups as well as the college community.
Training:

· Appropriate and timely skill set development and training will be provided and sustained.  Individual work team members will be responsible to provide training to the college community.
· A Banner training curriculum will be developed and all Banner users will be required to learn the skills necessary to ensure project success.  Accounts will be issued to users upon demonstration of competency based on assessment.
· Every effort will be made by the college to designate training space for the Banner implementation and ongoing training.  
Modifications:
· SCT Banner will be implemented with as few changes as possible, also known as a “vanilla implementation”.  The software has been designed utilizing best practices within higher education.  We should modify our business practices whenever feasible and should never change the software “because that’s the way we do it”.  Some state rules may require software changes, but those should be evaluated and prioritized by the Steering Committee.
Resources:

· The SCT Banner implementation will take priority over other job responsibilities for the CCRIBIT Team and all project team members.

· The SCT Banner implementation schedule will be strictly adhered to.

· Assignment of project personnel will remain intact until completion of the project.

· All necessary resources will be provided to ensure project success such as staff training, overtime, temporary staff, and additional required software and hardware.  
Other:

· Agendas and issues/resolution documents for all team meetings will be prepared. 

· Reporting and documentation strategies will be identified and developed concurrently with each Banner module.

· Standard reporting tool(s) for SCT Banner will be selected.  Access to the tool will be provided to CCRI personnel.

5.2 Dependencies

5.2.1 Dependent Projects

	Project Name

 HYPERLINK  \l "DependentProjects_ProdNameDef" 

	Expected Completion Date
	Reason for Dependency

	Installation of server hardware (HP Alpha), operating system (Tru64 Unix), and database (Oracle)
	July  2003
	Competing use of resources – entire project is dependent on this

	Conversion to UNIX operating system
	July  2003
	Competing use of resources, staff training.

	NEASC Accreditation
	Spring 2004
	Competing use of resources

	Resource 25 Implementation
	Fall 2003
	Room scheduling for courses and events. Competing use of resources

	Desktop Replacement Project
	Ongoing
	Competing use of resources

	Newport Campus Development
	Fall 2005
	Competing use of resources

	Providence Campus Expansion
	Fall 2004
	Competing use of resources

	City Campus
	Undetermined
	Competing use of resources

	Data Warehouse Project – OHE
	Ongoing
	Competing use of resources

	Transfer Articulation – OHE initiative between CCRI, URI, and RIC
	Ongoing
	Impact CAPP, competing use of resources.

	Developmental Education Project
	Fall 2004
	Competing use of resources

	Little Big Audit
	Spring 2004
	Competing use of resources

	Strategic Planning Initiative
	Ongoing
	Competing use of resources

	Pipeline Upgrades
	Ongoing
	Student Portal, access to academic record. Competing use of resources.

	Telephone Upgrade Project
	Spring 2004
	Competing use of resources

	Parking System
	Spring 2005
	Current system provides for information but Banner will not.


5.2.2 Dependent Products

Products (whether produced by SCT or a third party) that will provide the deliverables that are required to enable this project to meet its objectives.

	Product Name
	Release Number
	Release Dependency is Higher
	Reason for Dependency

	WebCT
	
	
	Teaching resources

	Pipeline/Luminus (SCT)
	  
	
	Student Portal

	Resource 25 (CollegeNET)
	
	
	Room Scheduling

	Payment Gateway (Touchnet)
	
	
	Credit Card payment

	One Step (CORE)
	
	
	Cashiering


5.2.3 Dependent Resources

People and material resources required for which the project is dependent upon.
	Resource
	Reason for Dependency

	Servers and Software
	Necessary for installation of Banner software

	Training facilities
	Required for training on the implementation

	Staff Training
	Additional technical and other training required by personnel involved in or affected by system implementation

	Campus Community
	Knowledge base of current processes & users of new system

	Public Relations
	Communicating of new processes and products to the campus community and to the college constituency


5.2.4 Dependent Interfaces

The following interfaces will need to be assessed and the impact on the project measured:

	Interface
	Interface to Banner

	Student ID System/Employee ID
	Download Student/Employee information to create student/employee ID card

	Bookstore System
	Batch interface from Student

Interface back to A/R for bookstore charges

	RIHEAA
	Data transfer for State Grant Processing

	AMS
	Interface for Deferred Payment

	Clearinghouse
	Transfer Cohorts

	Moore Business Systems
	Download to business form processing and mailing

	RI State Payroll
	Employee payroll records

	1099 State Interface
	Income Tax information

	1098T State Interface
	Income Tax information

	Accuplacer
	Assessment testing for entering students

	Library System
	Download Student/Employee information to Helin

	W2s State Interface
	Income Tax information

	TIAA Disability
	Employee Salary feed for disability processing


	Field-by-Field Descriptions for Project Dependency Table

	Project Name
	Specify the name of the project upon which this project depends as it is defined in the “Project Definition Name” field for that project’s Project Definition record in the Project Tracking System.

	Expected Completion Date
	Specify the date, in MM/DD/YYYY format, upon which the particular project is expected to complete.

Obtain this date from the “Current Targeted Date” field or, if blank, the “Planned Completion Date” field of the project’s Project Definition record in the Project Tracking System.

	Reason for Dependency
	Specify the reason(s) for which this project is dependent upon the particular project listed.

What are the particular deliverables of the listed project that are needed by this project in order for it to meet its objectives?

Be specific, as the reason stated here would be a factor in determining whether any issues that are identified with respect to the listed project justifies the removal of the dependency.


	Field-by-Field Descriptions for Product Dependency Table

	Product Name
	Specify the name of the product upon which this project depends.  You can review the products listed in the Scope section of any project’s Project Definition record in the Project Tracking System for a list of valid product names. This list, though, is not exhaustive.  Third party product names, for example, may not be found there.

	Release Number
	Specify the particular release of the product upon which this project depends.

If the product deliverables for this project will be deployed at multiple release levels and this project has dependencies with a product at those different levels, list each product release dependency in a separate row.

	Release Dependency is Higher
	Specify ‘Yes’ or ‘No’ depending upon whether the particular release of the product upon which this project depends is higher than what was required for previous projects.  For example, if the last project for a particular product area only required Adobe Acrobat 3.0, but this project requires Adobe Acrobat 4.0, specify ‘Yes’ here.

	Reason for Dependency
	Specify the reason(s) for which this project is dependent upon the product listed.

What are the particular deliverables from the listed product that are needed by this project in order for it to meet its objectives?  Is there a data structure change implemented in the product upon which this project relies?  Are their regulatory changes in one product that your product assumes are in place?

Be specific, as the reason stated here would be a factor in determining whether any issues that are identified with respect to the listed product justifies the removal of the dependency.

The only instance in which the value for this field can be set to ‘Not applicable’ is where the value of the “Release Dependency is Higher” field is explicitly ‘No’ for a listed product.


6 Project Constraints

Project Constraints are aspects about the project that cannot be changed and are limiting in nature. Constraints generally surround four major areas: Scope, Cost, Schedule (Time), and Quality. 

6.1 Project Dimension Grid

The grid below prioritizes the critical project dimensions and is used to negotiate changes during the course of the project. First step is to specify the constraining dimension. Is the critical project driver scope, cost, quality, or time? The second step is to specify the accept dimension. If change is required, in which area are the key stakeholders most willing to accept change–scope, cost, schedule, or quality? Change must be accepted in at least one dimension. This is specified in the Vary column below. Remaining dimensions are then minimized or maximized. These dimensions will be utilized for all aspects of the project, unless explicitly stated in a sub-project definition.

Specify the project dimensions below. Constrain at least one dimension and vary at least one dimension.

	Project Dimension
	Minimize/Maximize
	Constrain
	Vary

	Scope
	
	X
	

	Cost
	
	X
	

	Schedule 
	Minimize
	
	X

	Quality
	Maximize
	X
	


6.2 Constraint Details

Project Constraints are as follows:

· Limited CCRI staff

· Staff turnover

· Limited temporary employee pool for backfill/assistance

· Limited Budget

· State system requirements; Payroll, Purchasing, Personnel, and Budgeting

· Federal requirements

· NEASC accreditation needs

· Defined contract timeframe

· Limited functional and technological skill sets

7 Risks

Identify the risks (or use the Risk Report) to the project with respect to the environment, user expectations, competing projects, project assumptions, resources or any other relevant matter or refer to the work products database. Examples of risk include potential loss of a critical resource, technology changes, regulatory changes, dependence on a third party, scope changes, project sponsorship or management changes legal issues. For high-probability and high-impact risks, specify a plan for reducing the likelihood/impact of the risk (mitigation). 

Approaches to responding to risks include:

Retention
the risk is acceptable; retain it and accept the consequences

Deflection
transfer the risk to another party

Preventive
take action in advance of the risk event to reduce its likelihood or its impact

Contingent
specify action that will be taken in response to a risk event, to mitigate its consequences

Avoidance
reject the risk; do nothing

Risks identified during the project should be added to this section as well as the work products database. Anticipated project issues at the beginning of the project should be logged as risks. Risks can be escalated to Project Issues or Jeopardies after the project is initiated (See Identify and Resolve Issues and Identify and Resolve Jeopardies activities). If a risk becomes an issue or jeopardy, it must be designated as such below.

	Issue or Jeopardy Control No.
	Risk

(If...)
	Consequences

(Then...)
	Probability
	Impact
	Weight
	Response

	Budget and Funding

	1
	Lack of detail in the budget
	Costs may be overlooked, leading to insufficient funds when project is already in progress
	2
	2
	3
	Preventive.  Produce a detailed budget before project is far along.

	2
	Fixed, limited budget
	Limited reserve to respond to unexpected problems
	2
	2
	3
	Preventive.  Find additional/alternative funding sources.

	3
	Funds may not be available when needed
	Project completion is delayed
	2
	2
	3
	Preventive. VP Henderson will establish mechanism to assure funds are available when needed.

	Software Functionality

	4
	The SCT Banner software may not be able to fully accommodate institutional policies, procedures or current functionality without modification.
	SCT Banner modifications are required, leading to cost & maintenance issues; or, overwhelming process changes
	2
	2
	3
	Retention.  CCRI will first attempt to modify policies and procedures, rather than modify SCT Banner. Modifications are subject to approval by the Steering Committee.

	Culture and Morale

	5
	Empowerment of teams may not be respected or accepted
	Project delayed due to slow decision making; team decisions second-guessed, criticized, harming morale
	2
	2
	3
	Contingent.  If risk materializes, revise schedule to reflect slower decision process.

	6
	Resistance to change, lack of understanding and support by the campus community of the demands of a project of this scope; 
	Lack of cooperation, apathy, lower morale
	2
	2
	3
	Preventive.  Educate the campus by

developing a Communication Plan.

	7
	Lack of timely and open communication
	Lack of cooperation, apathy, lower morale
	1
	1
	1
	Preventive.  Open communications, including emails, web site etc.  See #6 above.

	8
	Insufficient cross-departmental communication and problem solving
	Poor integration of functions
	2
	2
	3
	Preventive.  Represent key departments on CCRIBIT Implementation Team and appropriate Project Teams, especially Student.

	9
	Decrease in morale
	Tasks incomplete or completed late
	2
	2
	3
	Preventive.  Communication, visibility, empowerment, recognize achievements, team building events, etc.

	10
	Stress associated with maintenance of existing system. 
	People will be consumed with PLUS activities
	3
	2
	4
	Preventative. Priorities will be established for required service issues.

	11
	Supervisors not realizing that this project is a priority, and supporting this daily.
	Project is delayed.
	2
	2
	3
	Deflection. President’s Council must establish and enforce this priority.

	Resources and Skills

	12
	Loss of staff critical to the project
	System or module implementation delayed
	2
	3
	4
	Contingent.  Critical positions will be filled as a priority.

Preventive.  Improve morale as noted above.

	13
	Knowledge of legacy system dependant on a few individuals
	Resource availability is limited
	3
	2
	4
	Retention.

	14
	Limited time to develop skill sets, especially Oracle and Unix
	Conversion delayed or poor quality
	3
	2
	4
	Retention.

Preventative. Ensure appropriate training is available and staff have time to develop skills.

	15
	Heavy workload of Project Team, who also participate on CCRIBIT Team
	Institutional functions are delayed or SCT Banner Module implementation delayed
	3
	2
	4
	Deflection.  President’s Council must resolve this issue.

	16
	Domains (pre-Legacy) data conversion
	Conversion is delayed or poor quality converted data
	3
	2
	4
	Preventative.  Look at Domains data issues early in project.

	17
	May not have the staff to complete CAPP (student degree audit) build before registration cut-over
	Degree Audit not available for “go live” plus Advising will be burdened with manual advisement for every student (16,000)
	2
	3
	4
	Preventative. Identify necessary human resources early and create specific work team.

	Schedule and Priorities

	18
	Timeline may be unrealistic if CCRI is forced to have other responsibilities take top priority.  Banner project MUST be the #1 priority for the campus.
	Late implementation and cost overruns
	2
	2
	3
	Deflection.  President’s Council must enforce institutional priorities.

	19
	Decision making occurs too slowly (e.g., in CCRIBIT Team, Project teams or President’s Council)
	System or module implementation delayed, potential cost overruns
	2
	2
	3
	Contingent.  Communicate to determine reason for delay, educate or otherwise rectify.

Preventive.  Make project schedule visible to enhance self-motivation.  Encourage reporting of potential schedule slips.

	Contract

	20
	Committed Services
	The contract states that implementation services from SCT will be provided until June 30, 2006.  What happens if this is not the case and project is delayed?
	1
	1
	1
	Preventive.  Provide SCT with sufficient advanced notice of scheduling issues to allow work-around. Perform CCRI's project obligations in a timely fashion.

Contingent.  Pay additional charges to SCT for work performed after the expiration date.  Attempt to negotiate such charges; such a resolution is solely at SCT's discretion.

	Technology Infrastructure

	21
	Hardware not delivered in a timely manner
	Delayed implementation
	1
	2
	2
	Preventative. Coordinate decision- making and scheduling of resources.


Probability of Occurrence, Estimated Project Impact, and Weight (described below) are one method of classifying risks. Other methods can be used.

Probability guidelines:

· Very Likely

70-100%
A = 3

· Probable

40-70%

A = 2

· Unlikely

0-40%

A = 1

Impact guidelines for scope, cost, schedule, or quality

· Catastrophic
B = 3

· Critical

B = 2

· Marginal

B = 1

8 Project Organization

8.1 CCRIBIT Steering Committee, Project Teams, Work Teams

Statement of Purpose (Mission & Objectives)

The CCRI Banner implementation will be accomplished by; the President’s Council, the Steering Committee, Project Teams, the CCRI community, and SCT technical experts and consultants, who are all responsible for the success of the SCT information systems at the Community College of Rhode Island. They will all work from a constituent-centered view to ensure that the system is implemented in a timely and cost-effective manner, integrated with other software applications, and well-trained users are able to use the system effectively. 

8.2 Roles and Responsibilities

Roles and responsibilities are as follows:

President’s Council

	Member Name
	Position

	Dr. Thomas D. Sepe
	President

	Nancy Abood
	Assistant to the President/Director of Public Relations and Publications

	Joseph DiMaria
	Vice President for Student Affairs

	Robert Henderson
	Executive Vice President/Vice President for Business Affairs and Treasurer

	Dr. Ruth Sherman
	Vice President for Academic Affairs

	Philip Sisson
	Dean of the Division for Lifelong Learning


The President’s Council will:

· Make budget decisions

· Make policy decisions

· Approve steering committee priorities and plans

· Garner support for the project from their constituents
· Submit new initiatives to the Steering Committee for review of budget and timeline impact on the Banner implementation.  
CCRIBIT Steering Committee

	Member Name
	Position

	Alice Aguiar
	Project Manager,

Assistant Director for MIS,

Department of Information Technology

	Deborah Aiken
	Project Lead, Assistant to the Commissioner for Student Systems for the Office of Higher Education 

	Tammy Anderson
	Associate Director, 

Department of Information Technology

	Barry Emmert
	SCT Project Manager

	Dr. William LeBlanc
	Director of Institutional Research

	Sheri Norton
	Assistant Director of Personnel

	Philip Sisson
	Dean of the Division of Lifelong Learning

	Mark Vigorito
	Associate Director of Financial Aid

	Pat White
	Assistant Controller

	Dr. Peter Woodberry
	Dean of Business & Technology Programs


The Steering Committee will:

· Develop implementation plans

· Monitor the progress of all project teams

· Provide status reports to the President’s Council

· Formulate and present policy change requests to the President’s Council

· Request resources to ensure adequate support to meet implementation goals

· Evaluate, prioritize and manage system change requests

· Review the budget and timeline impact of proposed new initiatives on the Banner implementation and report the findings back to The President’s Council.  
Project Teams will:

· Attend SCT training

· Make decisions by consensus

· Recommend policy changes or system changes to Steering Committee

· Ensures completion of major tasks

· Form functional work teams as needed and assigns tasks and responsibilities

· Provide status reports to Steering Committee

Finance Project Team

	Member Name
	Position

	Pat White
	Project Lead, Assistant Controller

	Ruth Barrington
	Business Manager

	Ray DeAngelis
	Purchasing Officer

	John Horodysky
	Assistant Controller

	Sharon Picard
	Chief Accountant

	Albert Sevigny
	Controller

	Sandra Sokoll
	Supervisor, Accounts Payable

	Terry LeFebvre
	Programmer/Analysts


Student Project Team

	Member Name
	Position

	Deborah Aiken
	Project Lead, Assistant to the Commissioner for Student Systems for the Office of Higher Education

	Robert Cipolla
	Director of Advising and Counseling

	Stacey Flowers
	Staff Assistant

	Dennis Grassini
	Bursar

	Christine Jenkins
	Associate Dean of Enrollment Services

	Dr. William LeBlanc
	Director of Institutional Research

	Michelle O’Brien
	Service Development Manager

	John Panzica
	Assistant Dean of Enrollment Services

	Irene Russo
	Technical Staff Assistant

	Bortie Teh
	Programmer/Analyst

	Brian Cini
	Programmer/Analyst

	Additional MIS staff as needed
	


Financial Aid Project Team

	Member Name
	Position

	Mark Vigorito
	Project Lead, Associate Director of Financial Aid

	Christine Jenkins
	Associate Dean of Enrollment Services

	Patricia Moore
	Sr. Financial Aid Officer

	Patricia O’Brien
	Eligibility Technician

	Glen Wolczak
	Programmer/Analysts


Human Resources Project Team

	Member Name
	Position

	Sheri Norton
	Project Lead, Assistant Director of Personnel 

	Sandra Casali
	Payroll Manager

	Robin Donnelly
	Administrative Assistant

	Linda Greenwood
	Personnel Officer

	John Horodysky
	Assistant Controller

	Programmer/Analyst to be determined at a later date
	


8.3 Change Control Board(s)

The CCRIBIT Steering Committee will serve as the Change Control Board.

Responsibilities of the change Control Board are defined in the Change Management section 9.5.

9 Project Approach

The project approach section deals with how the project will be completed.
9.1 Define

SCT's Project Organization and Planning Session (POPS) is a key activity of this phase.

For the software implementation approach, the Definition Phase activities of SCT's Enterprise Process Model will be followed.  Responsibilities will be assigned according to the Banner Implementation Methodology.

9.2 Plan

For the project management approach, the Planning Phase activities of SCT's Common Service Methodology (CSM) will be followed.  This Project Definition Document, the project schedule, and all the supporting plans are key deliverables of this phase.

For the software implementation approach, the Planning Phase activities of SCT's Enterprise Process Model will be followed.  Responsibilities will be assigned according to the Standard Implementation Model.
9.3 Implement

Project tracking, risk management, and change management are key project management activities of this phase.

For the software implementation approach, the Implementation Phase activities of SCT's Enterprise Process Model will be followed.  Responsibilities will be assigned according to the Standard Implementation Model.  Key tasks are:

· process analysis

· hardware / software installation

· system education

· system development

· system testing

· system validation

· reporting

· conversion

· end-user training

· on-site functional training

· deployment ("go live")

9.4 Close-Out

Leaping to Banner and documenting lessons learned are key activities of this phase.

For the software implementation approach, the Closeout Phase activities of SCT's Enterprise Process Model will be followed.  Responsibilities will be assigned according to the Standard Implementation model.  Evaluation of the implementation, recommendations, and final approvals are key activities.
9.5 Change Management

Change management will be the responsibility of the Steering Committee.  None of the implementation teams will make the decision to modify the base software on their own. As the implementation teams uncover instances where College policies can not be accommodated by the Banner software, a workaround can’t be developed, or a change of procedure isn’t an option they will bring the issue to the Steering Committee.  The Steering Committee will review the issue and decide either to authorize the software modification or recommend a change in policy to the President’s Council. 
A Configuration Management Plan (CM) will be created.  Major elements of the plan are as follows:

Items in Scope

The following items are in the scope of the CM Plan:

· Project Definition Document

· Project Schedule

· Configuration Management Plan

· Organizational Readiness Plan

· Process Analysis Plan

· Training Plan

· Conversion Plan

· Strategy & Reporting Plan

· Fit-Gap Report

· Training Evaluations

· Risk, Issue, and Jeopardy Reports

· All Status Reports

· Lessons Learned Reports

· Final Project Evaluation

· All Related Documents in Section 1.5 above.

9.6 Documentation

Library

Definitive copies of electronic documents will be stored in SCT's GES Professional Services Project Tracking System database.  All such documents will also be distributed via email to CCRI's Project Manager for this project.  Appropriate documents will be made available to the College community via the CCRI web site.
Where documents exist only in hard copy, SCT’s Project Manager will retain definitive copies, except those documents specifically indicated by CCRI.

Configuration Identification

To identify documents as work products of this project, and to distinguish various versions of a document as it changes over time, the following naming scheme will be adapted for all project-related electronic documents:

CCRI Banner document_name vx.x.ext

9.7 Communication

The CCRIBIT Steering Committee will meet bi-weekly.  They will report status in writing to the President’s Council as needed.  The Project Manager will attend President’s Council meetings on a regular basis.
While each product is being implemented in Banner, the corresponding Project Team will meet at least bi-weekly.  They will report status to the Steering Committee after each meeting.

The official channel for communications within the Steering Committee will be email.  Meeting invitations, status reports, etc. will be communicated by email.  All members will access email with sufficient frequency to acknowledge invitations in a timely way.

To ensure continuity in the exchange of information, any communication between CCRI and SCT will be copied to the Project Managers:  

	CCRI Project Manager


Alice Aguiar


aaguiar@ccri.edu


Community College of Rhode Island

400 East Avenue

Warwick, RI 02886
	SCT Project Manager


Barry Emmert


bemmert@sctcorp.com


SCT

3000 Ridge Road East

Rochester, NY 14622


9.8 Measurement

The following metrics will be captured and reported:

· variance from timeline

· variance from budget 

· milestones met/deliverables received

· number of people trained

· assessment of Banner proficiency (logons delivered)

· user satisfaction surveys (student, faculty, staff, community)

9.9 Project Environment

Project Management will be performed using Microsoft Project and Microsoft Office tools.

CCRIBIT and Team meetings will often entail group review and revision of electronic documents, and will be greatly facilitated by the availability of PC video projector equipment.

9.10 Quality Assurance

Quality Assurance will follow the approach spelled out in SCT's CSM.  CSM process documentation will be made available to the CCRI Project Manager by SCT upon request.  Highlights of the approach are documented below.

An SCT Quality Assurance Analyst has been assigned to the project. S/he will create a separate QA Plan.  CCRI will receive all QA Audit reports.  These reports will follow the CSM template, which can be found in the CSM process documentation mentioned above.

CCRI will compare SCT's QA Audit reports against CCRI satisfaction surveys to validate the results.

9.11 Tracking

Project review will occur at the periodic Steering Committee meetings whose timing is described in the Communications section above.  The SCT or CCRI Project Manager will call a review meeting at major project milestones or whenever a schedule, cost or scope variance has occurred or is imminent.  Review meetings may also occur as a result of Risk Management, Quality Assurance, or other activities whose approach is described in this document.

9.12 Risk Management

The general approach to risk management will be as follows.

Risks are identified at the beginning of the project and throughout the project. When a Risk is identified, it is documented in the project repository.  Preventive and/or contingent responses are identified in the Risk Matrix (Section 7).

The Project Managers manage the Risks by executing mitigation actions, which may include how the contingency plans will be implemented.

If a Risk materializes, it is escalated to a Project Issue or Jeopardy according to CSM protocol.  The Issue or Jeopardy is then accepted or resolved according to the Risk Matrix (Section 7).

Risk, Issue, and Jeopardy reports will follow the CSM template, which can be found in the CSM process documentation mentioned above.

10 System Requirements

System Requirements are items that are necessary in order to run any related software required for the practices/methodologies at a client site. This includes hardware and software needs. 

10.1 Database Server Requirements

	ALPHA SERVER
	ES80 MODEL6 with True64 Unix based operating system

	Application Server
	Dell server/ Windows 2000 server OS

	Web Server
	Dell server/ Windows 2000 server OS


10.2 PC Requirements

PCs running web browser

10.3 SCT and 3rd Party Product Requirements

COBOL compiler

10.4 Developer Requirements

Banner 6.0 will require a minimum of Oracle 9i, Release 2 database.
It will be utilizing Oracle Developer 6i (Forms and Reports 6i) 
and also will use Oracle 9iAS Release 1.  It will require a minimum of Oracle Developer 6i Patch 13.
 

11 Project Deliverables

The Project Deliverables for this project will include:

Item
Responsibility

Project Definition document
SCT/CCRI

Project Administration Document
SCT/CCRI

Project Plan
SCT

Project Budget
CCRI

Fit-Gap Document
SCT/CCRI

Pre and Post Installation Documents
SCT

Security Plan
CCRI

User Procedure Documents
CCRI

Test Plan
SCT/CCRI

Conversion Plan
SCT/CCRI

Verification Plan
CCRI

Reports Design
CCRI

End User Training
CCRI

User Training Plan
CCRI

User Training Materials
CCRI

Operations Manual
CCRI

System Review Document
CCRI

Required Interfaces for Each Product
CCRI
12 Project Success Criteria

The project is considered successfully complete when the project objectives have been met. 

Success criteria are as follows:

· All issues and action items have been completed and signed off

· All required work products have been produced

· All deficiencies have been logged and signed off

· Verification that the project has met project and CCRI standards

· Validation that the product meets the requirements

· Successfully complete the functional and physical configuration audits

· Existence of a mutually accepted cancellation of scheduled services statement in the Software License & Services Agreement (SLSA)
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	Term
	Definition

	Legacy System
	SCT PLUS

	Pre-Legacy
	Domains
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16 Budget Details                                           

	
	FY2003
	FY2004
	FY2005
	FY2006
	Total

	Committed expenses
	
	
	
	
	

	Oracle Licenses
	     208,800 
	
	
	
	        208,800 

	     maintenance/support
	       46,056 
	       47,438 
	       48,861 
	       50,326 
	        192,680 

	Database Server 
(HP Alpha/incl 4 yrs maint)
	     233,636 
	
	
	
	        233,636 

	SCT Software
	     160,480 
	     160,480 
	
	
	        320,960 

	     additional                             

          annual maintenance
	       54,138 
	       99,992 
	     102,992 
	     106,082 
	        363,203 

	SCT Committed Services 
(for base project)
	       68,747 
	     274,987 
	     274,987 
	     206,240 
	        824,960 

	SCT Conversion 
toolkit and training
	
	       86,400 
	
	
	          86,400 

	SCT Travel reimbursement
	         5,000 
	       95,000 
	       87,500 
	       62,500 
	        250,000 

	SCT additional consulting
(1000  hours)
	
	       32,000 
	       64,000 
	       64,000 
	        160,000 

	
	
	
	
	
	

	
	
	
	
	
	

	Additional expenses
	
	
	
	
	

	Cobol compiler and developer tool
	
	         6,200 
	
	
	            6,200 

	Application/forms server
	
	       10,000 
	
	
	          10,000 

	AppWorx 
(job scheduling software) and maintenance
	
	       26,250 
	         5,250 
	         5,250 
	          36,750 

	Envisions 
(laser form creation software)
and maintenance
	
	
	       20,000 
	         4,000 
	          24,000 

	Reporting software
	
	       30,000
	
	
	30,000

	Additional costs for WebCT institutional edition
	
	
	       16,000 
	       16,000 
	          32,000 

	Printers (IT and depts)
	
	       40,000 
	       20,000 
	       10,000 
	          70,000 

	Additional training 
(Unix, systems, etc)
	
	       10,000 
	         5,000 
	
	          15,000 

	Network Firewall
	
	       35,000
	
	
	

	
	
	
	
	
	

	Additional for implementation of Add-on Modules
	
	
	
	
	

	WebCT integration training
	
	
	         7,040 
	
	            7,040 

	Executive Self Service training
	
	
	
	       14,080 
	          14,080 

	     Oracle License 
     (database   and ap server)
	
	
	
	       60,000 
	          60,000 

	     Maint/Support
	
	
	
	       13,200 
	          13,200 

	     Server
	
	
	
	         7,500 
	            7,500 

	E-Print report distribution
	
	
	
	
	

	     Install and training
	
	
	         5,500 
	
	            5,500 

	     Server
	
	
	         5,000 
	
	            5,000 

	Workflow training
	
	
	
	       14,080 
	          14,080 

	     Server (4 processors)
	
	
	
	       25,000 
	          25,000 

	
	
	
	
	
	

	Total
	  776,856 
	  953,746 
	  662,129 
	  658,258 
	  3,015,989 


Work  Teams


Formed as needed





Institutional Technology 


Advisory Committee








Human Resources Project Team


Sheri Norton, Project Lead











Financial Aid Project Team


Mark Vigorito, Project Lead








Student Project Team


Deb Aiken, Project Lead








Finance Project Team


Pat White, Project Lead








Banner Steering Committee


Alice Aguiar, Project Manage





President’s Council
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