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1. Executive Summary

In October 2001, Hewlett Packard announced it would no longer support its HP 3000 platform beyond December 31, 2006. The HP 3000 is the University’s current mainframe computer and supports its significant administrative functions. Consequently, the University has a 4 ½ year window to replace and/or migrate all existing information systems from the HP 3000 to a new platform.  The number of software applications currently running on the mainframe is significant, and the HP mainframe supports four “core” systems:

· The Student/Faculty Information System (e.g., admissions, records, student registration, grading, class lists, financial aid, student accounts)

· Financial System (e.g., general ledger, accounting services for restricted and unrestricted accounts, accounts payable, budget)

· Human Resources/Payroll System (e.g., faculty and staff appointments, payroll, benefits administration, position control)

· Development Information System (e.g., alumni relations, fundraising, planned giving)

In addition to these core systems, which are considered critical to the University’s daily operations, there are a number of “ancillary” systems operating on the mainframe, including Student Housing, Laundry, Security Dispatch, and Student Health Services. These, too, will be replaced.  Some ancillary system functionality may be present in the new core systems; in other cases, ancillary systems will be replaced with new software.  The ancillary systems will be chosen as part of a separate analysis outside of the core system RFP.

Subsequent to the Hewlett Packard announcement, a committee was formed to direct the University’s system replacement effort and project Renovare (Latin for “renewal”) was established.  The Renovare Steering Committee, co-chaired by the Provost (Dr. Nathan Hatch) and the Executive Vice President, includes representation from senior academic and administration leadership across campus. Furthermore, several subcommittees, reporting to the Steering Committee, have been formed to ensure constituency needs are represented.  The subcommittee chairs include Harold Pace representing Student/Faculty, Drew Paluf representing Finance and Payroll, Bob Foldesi representing Human Resources, David Morrissey representing Development, Tim Gibney representing Procurement, and Bill Kirk, Dan Skendzel and John Heisler representing the Ancillary areas.  The initial effort of the Renovare Steering Committee has been to determine the University’s overall strategy for system replacement and provide ongoing direction for the Renovare project

However, Renovare is not simply a reaction to the fact that the HP3000 will not be supported come January 1, 2007.  While this is certainly a key driver for this renewal, it is not the only driver.  Renovare is also necessary to reduce “unscheduled” downtimes during critical processes like registration and to rovide the University increased flexibility to change our processes and policies as we grow.  
Renovare is much more than a systems replacement project.  It presents an opportunity for us to carefully examine what we do and to look for new ways to make us more efficient and competitive in higher education.  It is an opportunity for us to Partner with world class software providers like SCT, BSR, NewWorld Systems, NueSoft and Higher Markets who will take on the responsibility to support and continuously improve their software to not only meet our business needs but also deliver best practices and competitive advantages for Notre Dame.  

The subcommittee chairs and their teams spent significant time evaluating software and potential vendors in 2002.  They evaluated over 900 system requirements needed by the various colleges and departments across campus.  These evaluations became the substance of our Request for Proposal to replace the HP-based systems. 

Three vendors submitted responses to our Request for Proposal, PeopleSoft, SCT, and SunGard.  Our Renovare evaluation team reviewed and scored each response based on the vendor’s ability to meet our functional, technical, and integration requirements in accordance with our established evaluation methodology.  In addition, they closely examined each vendor’s business viability, commitment to higher education and, of course, commitment to Notre Dame.  They validated the assertions offered in the proposals through site visits, reference calls, and additional research. Also in 2002, members of the team made eight site visits and held ten reference calls with comparable institutions.

In March of 2003, the University selected SCT Corporation http://www.sct.com of Malvern, Pennsylvania as the University’s enterprise resource planning (ERP) vendor to replace our administrative systems.  In the next four years, SCT’s Banner solution will focus on replacing the core administrative systems, which include Finance, Student/Faculty, Human Resources, and Payroll.  As previously mentioned, in addition to the implementation of the Development system of SunGard BSR, it is expected that several Ancillary systems will be selected and implemented during this timeframe as well.  These implementations will fall under the Renovare structure and management.


Renovare gives the University a unique opportunity to examine current practices in many administrative areas, effect real change in the underlying technology, and to improve the business processes to better serve all stakeholders.  Some key benefits to the Academy include (see section 3.10 for a discussion on additional expected benefits):

· Improved access/visibility to data for Students, Faculty, and Staff

· Implement a convenient, intuitive, web-based facility for student and faculty self-service

· Provide timely and accurate information for management decisions

· Provide flexible, ad-hoc reporting capabilities for clients

· Provide a one-stop-shop to deliver information from administrative systems to the desktop, via a portal for further analysis and use with PC software

· Streamline and automate the University’s business processes

· Improve responsiveness to student needs by streamlining business processes that divert time and energy away from personal services

· Enhance our ability to recruit the right students and mine the appropriate Admissions data
· Assist us in determining what it will take to move a prospect closer to an appropriate size gift within an appropriate time frame.  
· Eliminate duplicate data entry and redundant input steps; standardize all aspects of data entry and codes

· Increase integration between systems

· Reduce redundancy of data

· Provide more timely and accurate interfaces between systems
· Encourage and promote greater cooperation among University offices and better interdepartmental planning
The new administrative systems that the Universtiy will purchase have more functionality available than the University’s current legacy systems. However, it may not be possible to implement all desirable system features during the initial installation phase. Some of these features may be deferred or require process changes and therefore may not meet the needs of everyone.  System features that support fundamental operational needs and others that can be reasonably implemented during the time period available will be implemented first. Features that enhance ease of use or address “nice to haves” may be addressed after support for these fundamental operational needs has been stabilized. In other words, preference will be given to the timely implementation of a less comprehensive set of features by an established deadline versus a delayed implementation of a wider set of features. 

Renovare is far more complex than many of the projects the University has undertaken. Over the life of this multimillion-dollar program, the current institutional applications, many of which were developed or modified internally, will be replaced with commercial software and hardware systems used by other world-class universities.  The replacement effort will give us the opportunity to evaluate our institutional processes and make changes where needed as the project progresses.  In some cases, current institutional practices will need to be modified to accommodate the new systems we purchase and to conform to standard higher education best practice.
The University mission speaks of Notre Dame as a place of teaching and research, of scholarship and publication, of service and community.  Renovare supports our mission and our strategic plan and will be a significant contributor towards our ability to continue to improve this “place” of teaching, research, scholarship, publication, service and community.



Project Overview

1.1 Project Purpose

Please see Executive Summary for purpose overview.

The overall business objectives for the Renovare project can be categorized into two categories; Program Objectives and Business Objectives.

Program Objectives focus on ensuring that the program is implemented successfully.  These objectives are outlined below:

· On Time – Meeting the project milestones as outlined in the project plan and milestones noted below.

· On Budget – Directly or indirectly contributing to effectively managing the overall project costs

· Excellence in Teamwork - Providing excellent customer service and communication, maintaining a positive attitude towards the overall Renovare Program, and a commitment to facilitating successful process improvements. 

· Quality Work – Delivering an excellent work product that shows thoroughness, attention to the appropriate level of detail, accuracy, and overall value to the project.

Business Objectives focus on ensuring that we meet the overall objectives of the University as they pertain to the Renovare project.  While it is certainly a key driver to successfully migrate all existing information systems on the HP 3000 to a new, stable and supported platform, it is not the only driver and not the primary focus.  There are several other objectives important to the University in this effort:

· Provide the opportunity to evaluate our institutional processes and make changes where needed as the project progresses.  In some cases, current institutional practices will need to be modified to accommodate the new systems we purchase and to conform to standard higher education best practice.

· Present an opportunity for us to carefully examine what we do and to look for new ways to make us more efficient and competitive in higher education.  

· Renew the University processes and systems in order to provide us increased flexibility to change University processes and policies as we grow.  

· Partner with world class software providers like SCT, BSR, NewWorld Systems, NueSoft and Higher Markets who will take on the responsibility to support and continuously improve their software to not only meet our business needs but also deliver best practices and competitive advantages for Notre Dame.

· Reduce the number of unscheduled downtimes.

1.2 Project Scope

1.2.1 Scope Content

The scope of the Renovare Program is very broad, based on four core functional areas:  Finance, Student/Faculty Systems, Human Resources/Payroll, and Development.  The Development system will be provided via the BSR Advance system and the remaining core functionality will be provided through the SCT Banner using each of the Banner modules listed below.  This is all provided in greater detail in the Professional Services agreement between SCT and the University March 26, 2003 (Commencement Date).  Additionally, each subordinate project team will be preparing a subcharter for their areas of responsibility which will go into much more depth regarding specifics of the scope.
SCT Banner Finance - SCT Banner Finance is one application of fully integrated components providing solutions for student and non-student accounts receivable, budgeting, payment of expenses, procuring goods and services, monitor account activity, asset and endowment management, management of awarded funds and compliance with their terms and conditions. It works seamlessly with SCT Banner Student, Financial Aid, and Human Resources and operates easily with SCT Workflow.  Major components within Finance are:
· Chart of Accounts

· Procurement

· Budgeting

· Fixed Assets

· Endowment Management

SCT Banner Finance Self-Service (Web) - Allows departmental administrators to complete purchase requisitions, approve documents, request budget transfers, and inquire about their organization's budget status for both non-grant and grant activity with drill down to supporting documents.  All of this results in improved customer service, streamlined procedures, and responsible fiscal stewardship.  
SCT Banner Human Resources - SCT Banner Human Resources is a comprehensive solution that can accommodate your unique payrolls, help manage your personnel, and streamline your budgeting policies and procedures. Actions surrounding recruitment, compensation management, and position management all can be addressed in the Banner system, creating a stable environment to strategically manage staffs.  Major components within Human Resources are:
· Health and Safety

· Faculty Administration

· Benefits and Deductions

· Employee Compensation

· Bio Demographic

· Position Management

· Position Budgeting

· Applicant Tracking

· Payroll Processing

· Pension Management

The following modules are currently under consideration for inclusion:

· Time Entry – currently using UltraTime which would either need to be replaced or interfaced by/into Banner

· Employee Relations

· Electronic Approvals

· Time Entry Self Service

SCT Banner Employee Self-Service (Web) - Distributes routine HR processing and inquiries to employees, while maintaining centralized database control.  By providing employees with instant, anytime access to personnel and institutional information, customer service is significantly improved and HR staff are freed to develop value added HR programs. 

SCT Banner Faculty/Student - SCT Banner Faculty/Student provides for the management of data strategically while giving prospects, students, and faculty secure access to the information they need. Information from admissions through academic history is available in a secure web environment.  Students can apply for admission, register for classes, retrieve financial aid data, and access other processes and information.  Faculty can review call lists, report grades, advising reports, and access course management tools online. This fully integrated Internet native system fuses administrative and academic functions for a complete solution.  Major components within Student/Faculty are:

· Catalog

· Schedule

· Location Management

· General Person

· Faculty Load

· Recruiting

· Admissions

· General Student

· Registration

· Accounts Receivable

· Academic History

· Curriculum Advising and Program Planning

SCT Banner Student Self-Service - Students can apply for admissions, register for classes, retrieve financial aid data and can monitor the status of their financial aid from any computer that is connected to the Web. 

SCT Banner Faculty and Advisor Self-Service (Web) - Provides an interactive interface to the administrative database for advisors, teaching faculty, and other academic administrators in the colleges, schools, and institutes. To use for academic advising, course management, class rosters, reporting of grades, and management of the student data for reporting and processing without compromising system security or institutional policies. 

SCT Strategic Enrollment Management (SEM) - SEM enables quick and easy probing of the institution's history and information about recruits, students, and graduates. Strategic Enrollment Management-and the SAS engine that serves as its foundation-summarizes and transforms information in the SCT Banner database to support both point-in-time and longitudinal analysis. It enables identification of  important trends, modeling of key business relationships, forecasting outcomes, evaluating options, and taking action.  The Renovare program is currently assessing whether SEM will be included in the core implementation over the next four years.

SCT Banner Financial Aid and INAS - SCT Banner Financial Aid provides institutions the capability to electronically process applications and disburse funds to student accounts.  Loan records are streamlined to make processing easier, funds are disbursed quicker, and the administration of numerous aid sources is manageable from admission through graduation.  Major components within Financial Aid are:
· Funds Management 

· Student Employment

· Applicant Budgeting

· Needs Analysis

· Shared Student Data 

· Record Creation

· Requirements Tracking

· Packaging 

· Disbursement

· Electronic Loan Processing

· Return Title IV Funds

· Pell Reporting

· Electronic Data Exchange

SCT Banner CSS Profile Interface (for Financial Aid)

SCT LuminisTM - Luminis is a standards-based platform, which combines portal features, infrastructure, and enterprise applications enables institutions to give constituents centralized and customized Web access to campus information, services, and communities. SCT Luminis integration technologies integrate an institution's disparate systems, applications, and databases into a unified whole, ensuring that the digital campus is open, interoperable, and built for unlimited extensibility. SCT Luminis content management software helps institutions create and manage the information and services provided on their internal and external Web sites, ensuring the delivery of the right information to the right people at the right time.

SCT Mercury Messaging System (message broker for Luminis)

SCT Connection for WebCT - The SCT Connection for WebCT Campus Edition, a provider of eLearning solutions for higher education, provides dynamic, real-time data integration between SCT information systems and WebCT Campus Edition academic tools. This simple system continuously synchronizes the administrative data in SCT Banner and SCT Plus with WebCT Campus Edition e-learning tools. Users experience a single, seamless solution 

SCT Workflow - SCT Workflow is a state-of-the-art solution that interfaces with SCT Banner allowing graphical depiction and automated business processes within the enterprise administrative systems.  Workflows can be extremely complex.  Whether workflow will be in scope for the first generation is dependent upon identifying a workflow owner and being able to identify basic workflows that can be implemented and not result in significant configuration and maintenance overhead.  The vision would be to identify one resource that would own workflow during the project and work with each team to design, develop and deploy the separate workflows.  This resource would also manage the scope of the workflow across the project.  The inclusion of workflow as part of the scope is still being determined.  There is a possibility that workflow could be deferred functionality.
EDI.Smart - EDI Smart provides an electronic data interchange (EDI) document management solution which applies EDI technology to the sending and receiving of common education and business documents.

E~Print - SCT e~Print Reports provides for efficient and effective file distribution. Finished files are sent via the Internet to users connected to the server in PDF format. Reports can be read within minutes of completion.
Evisions - Evisions brings digital document design, data enhancement and management to the entire business suite and provides the ability to produce Banner documents which fit Notre Dame’s culture and mission.

Additionally, there are two major projects that were started as the planning of the Renovare program was being conducted.  These projects are also part of the program and have their own scope and deliverables.  Each is defined at a high level below:

Development Information System – The existing system based on the HP will be replaced with Advance from BSR.

eProcurement – Procurement at the University has been a manual paper based system.  This project is automating the process using the tools provided by HigherMarkets/Sciquest.

Ancillary Projects – There are a number of additional projects that are being considered as a part of the Renovare program because of their reliance on the current systems.  Each project will be evaluated for its feasibility and a determination to include it in the scope will be made.  Those ancillary projects in scope and under consideration are listed below:

In Scope

· Health Services - Phase I

· Health Services - Phase II

· Security Dispatch

· SEVIS

SCT and Notre Dame will review a variety of approaches to the various components of the implementation. In order to implement the SCT Banner Baseline Component Systems, certain strategies must be developed and plans to incorporate them in the project must be completed. SCT and Notre Dame will develop the following strategies:

· Interface Strategy

· Migration/Conversion Strategy

· Customization (Modifications) Strategy

· SCT Workflow Strategy

· Change Control Strategy

· Security Strategy

· Communication Strategy

· Self-Service Strategy

· Reporting Strategy

· Shared Data and Banner Standards Strategy
· Integration

· 
· Configuration Management

· Procurement
Additional dependent strategies:

· Portal 
· SCT XtenderSolutions

1.2.2 Scope Management and Decision Criteria

The Renovare scope will be tightly managed. Adjustments might be required based on changes in the environment (e.g. project resources are withdrawn for other priorities, additional functionality is required for good business reasons, business locations might be added or withdrawn, etc.).

Any change of scope during project execution will be documented including type of change, date of change, who approved the change, schedule impact, and budget impact. The program manager assisted by the program office will ensure that scope changes and its ramifications to the overall project are communicated to the stakeholders of the project and are understood and accepted by the stakeholders of the project.

The overall Scope management process will be managed as follows using the tools identified in the spreadsheet.
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1.2.2.1 Decision Criteria

Throughout this project numerous decisions will be required regarding software configuration and business processes. The following criteria (listed without any particular priority) will provide a foundation for these decisions:  

a. Cost effectiveness consistent with institutional mission effectiveness
Implementation decisions will require thoughtfully weighing costs and benefits from an institutional perspective. These include short- and long-term business impacts, and apply to both those incurred in implementation and in connection with the ongoing provision of services to University constituencies. Decisions related to software modification should recognize the cost of reapplying the modification to new releases of the software. This criterion recognizes that the mission of the institution is paramount, and that cost effectiveness should take this into consideration.

b. Compliance with project time line
The University has a limited time period to replace its existing application software. Decisions that extend the time period required to perform certain tasks will increase the risk that the schedule will not be attained. Without strong justification, such extensions will not be supported. 

c. Compliance with legal and regulatory requirements
When legal and regulatory requirements determine how applications are implemented, the source of the legal or regulatory requirement will be cited if it is a justification for modification.

d. Risk mitigation

Risks include missing the mark in terms of providing required operational support and reporting, exceeding project budgets, and/or non-compliance with applicable regulations.

These criteria will be applied from a University-wide perspective and will include immediate and long-term considerations. Further, decisions will take into account the impact on units across the entire institution.

1.2.2.2 Process Design Decision

A well-conceived and sound system design will be paramount to the project’s ultimate success. In other words, efforts toward system design will directly impact the ultimate realization of the project’s strategic vision and objectives. Further, it is critical that each system be designed to maximize integration and flexibility.

Process design decisions will be based upon the assumption that the University will select the best system available, following a rigorous analysis of commercially developed and maintained applications. The selected software will represent the best possible fit with Notre Dame’s stated requirements. Consequently, it is the Renovare Steering Committee’s intent that the software be implemented without modifications that will unnecessarily increase timing and costs of implementation (and upgrades), or otherwise jeopardize vendor maintenance. In other words, the implementation will be of the vendor’s baseline “vanilla” system.  Vanilla is defined as system configured which means using only flexible, native rule and table configurations within Banner, BSR or other systems to meet business needs and using no code customizations.  There may be some departments that will still need their own unique analytical packages such as Food Services, Hotel, pre-award grant administration, to fill any required gaps in functionality.
a. Business practice modification

Throughout the project, conflicts between system configuration and current business practices are inevitable. Consistent with the Renovare Steering Committee’s desire to minimize software modifications, when such conflicts arise, efforts will be made to change the business process to accommodate the software rather than the other way around. Current practices, in and of themselves, will not serve as justification for future processes.

i. Processes will be standardized across all entities unless exceptions are justified by mission-critical differences or cost-effectiveness. 

For example, all purchases of a given type should be handled in the same way. Standard practices should also apply to approval processing, security/password requirements, data backup and recovery, and business continuity planning. Exceptions will be approved by the Renovare Steering Committee.

ii. Costs incurred by colleges and departments outside the project scope and budget will be borne by those units. 

Examples may include departmental costs incurred to upgrade or replace local system components and/or to modify business practices to fit the new system. However, costs of enterprise server and institutional network replacement and upgrade will be borne by the project. The Renovare Steering Committee following presentation of a business case justification, if any, will approve exceptions.

b. Technology Infrastructure Standardization

Systems and applications acquired, implemented and maintained in connection with the project will comply with campus administrative architectural standards as established by the Office of Information Technologies. This requirement applies to core and ancillary systems. These standards will facilitate integration between various systems and will greatly enhance standardization of common tools and reporting. Deviation from these standards must be justified by business case and presented to the Chief Information Officer (CIO) for approval.

c. Decentralizing transaction recording and approvals

A significant feature of modern administrative systems is that they facilitate capturing transaction data at the source, rather than encouraging multiple forms and rekeying of information. For example, current University procedures require student employee data to be typed and/or keyed no less than three times prior to finalization. The University will take advantage of every practical opportunity to capture transaction data as close to its origination point as possible (i.e., from the person who is most knowledgeable of the transaction). In addition to increasing data integrity, this approach can also reduce effort by eliminating the need for redundant data entry and reconciliation (i.e., shadow systems).

In order to fully realize transaction-processing efficiencies, all systems will be configured to require single approval levels where appropriate. The authorized approver will be as close to the transaction origination as possible. Only individuals who are accountable for an “aspect” of the transaction may be authorized to approve the transaction. 

In some cases it will not be possible to accept single approvals. Thus, certain transactions will require approvals for discernable “aspects” of a transaction. For example, a hiring/appointment transaction requires not only the approval of the hiring department budget director, but also the authorization from the Office of Budget & Planning that an open position exists. These are unique “aspects” of the transaction that are associated with different elements of accountability.

d. Data access

An anticipated benefit of the new systems is more efficient access to data. The ability to more quickly obtain information should greatly facilitate decision making at the University. Therefore, system configuration should strive to provide access to data as openly as practical. However, it is understood that access to certain data must be restricted to meet legal, regulatory, or institutional confidentiality requirements. The roles and responsibilities for ownership and stewardship of institutional data are defined in the University Data Access policy.  Please see Data Access Policy for more details.  Additional Data standards will be established by a Data Oversite Committee.

e. Real-time vs. batch interface data processing

Reengineering interfaces between systems from batch to real-time basis will be included in the scope of system implementations only when justified based upon demonstrated benefits in excess of costs. That is, unless cost justified, interfaces will continue to function as they do currently (i.e., batch interfaces will continue to be batch interfaces; real-time interfaces will continue to be real-time interfaces).

f. Data definitions

Data definitions will be standardized University-wide. Data elements will be defined consistently across all systems so that users will share a common understanding of their meaning regardless of the software application they query. For example, the data element “class” may currently carry different meanings to the University Registrar, Law School Registrar, Financial Aid Office, or Finance Division. Therefore, a universally recognized definition will be required. Where practical, the various Subcommittees will reach consensus on data definitions, but final authority will reside with the Renovare Steering Committee. 

g. Data configuration

The inclusion of data in a particular system will be justified based upon its importance in University-wide reporting and decision-making. Data required by an individual unit or units will be included only after University-wide data requirements are met. For example, one department may be interested in maintaining the specific location of equipment within a room while institutionally the room location may be sufficient. If the system supports only one “location” field, the room location would be given preference.

1.2.2.3 Software Implementation Decisions

The University’s new systems will require decisions regarding how various transactions will be processed. These are referred to as “configuration” decisions. Configuration decisions do not necessitate changes to the underlying software code. Rather, they reflect the imbedded flexibility of the system. Such decisions can have significant impact on the effected University constituencies.

a. Role of Subcommittee Chair

The Subcommittee Chair will make implementation decisions consistent with these guiding principles based on input presented by the Renovare teams. These decisions should be made with the input of the Subcommittee and other appropriate constituencies. Implementation decisions that vary from these guiding principles may be directed to the Renovare Steering Committee. The Subcommittee Chair will be responsible for adhering to procedures contained in the Steering Committee’s Charge to the Subcommittees [to be developed].

b. Timeliness

Implementation decisions will be made timely based upon the best information available at the time. Timely decisions are those made consistent with task timing set forth in the project plan. The CIO or his designee must approve any decision delays that will affect the project plan. Implementation decisions will stand—unless the Renovare Steering Committee approves a change—until at least six months after implementation of the module(s) impacted by the decision.

c. System features

Today’s administrative systems have more functionality available than the University’s current legacy systems. However, it may not be possible to implement all desirable system features during the initial installation phase. Some of these features may be deferred or require process changes and therefore may not meet the needs of everyone.  System features that support fundamental operational needs and others that can be reasonably implemented during the time period available will be implemented first. Features that enhance ease of use will be addressed after support for these fundamental operational needs has been stabilized. In other words, preference will be given to the timely implementation of a less comprehensive set of features by an established deadline versus a delayed implementation of a wider set of features. 

d. Other Implementation Guidelines

i. Exceptions (e.g., modifications) that are justified will be implemented if they receive priority and incremental funding (if required) from the Renovare Steering Committee.

ii. Resources assigned to system implementation teams will be assigned on a full-time basis.

iii. Resources necessary on a consulting (i.e., part-time) basis will consider the implementation project their highest priority.
iv. Decisions made at project meetings will be binding, and those not in attendance can not offer their absence as reasoning to change decisions made in the meeting. 

v. Only requests for exceptions that clearly meet the criteria noted above will be given consideration. 

1.2.2.4 Other Project Guidelines

a. Disaster recovery and security planning

A Disaster Recovery/Business Continuity Plan and a Security Management plan will be developed and approved for each new system.

b. HP system enhancement freeze

Enhancements to existing legacy systems (i.e., current HP applications) are frozen during the system replacement project. Changes to existing systems will be undertaken only to maintain compliance with legal or regulatory requirements.  The OIT will still support normal annual adjustments such as salary increases, benefits changes, tax adjustments, etc.
c. Adherence to Guiding Principles

Exceptions to these guiding principles require justification presented in a format approved by the Renovare Steering Committee.

1.3 Project Objectives

1.3.1 Business Objectives

This section contains the business objectives to be reached through the execution of the project. Generally, these objectives are related to business process improvements/productivity improvements, customer satisfaction and quality improvements. The objectives are described as they relate to the strategic objectives of the University and as much as possible, be measurable.  Each sub-project team will be conducting Charter Development sessions to determine these objectives.  As those are developed, the critical objectives will be added to this document.  The objectives will be determined for the following areas:

· Finance:

· SFIS:

· HR/Payroll:

· Development

· Ancillary (each one as a part of their Feasibility analysis)

· Change Management

· Information Delivery

· Data Conversion and Integration

1.3.2 Information Technology Objectives

Through the execution of Renovare, the project also includes objectives that are purely information technology based. These objectives are related to IT service improvements or productivity improvements within the IT environment and are as follows:

· Retire as many legacy services and machines as possible on the HP 3000, the specifics of which will be identified in the course of the project.

· Introduce configuration management and inventory tracking processes and tools.

· Focus on reengineering our directory services and account generation processes to accommodate increased integration with new services.

· Re-evaluate cost effectiveness of in house support versus outsourcing services.

1.3.3 Project Execution Objectives

See project purpose

These objectives will be measured as follows and are listed in the order of priority.

	Area
	Success Criteria
	Characteristics
	Type of Measure
	Target Measure
	Measure-ment Tool

	Overall
	Implement on budget
	Manage budget effectively
	Cost
	On or under budget
	Budget reports

	Overall
	Implement on time
	Achieve milestones and go live dates established during project planning
	Timeliness
	Achieve Go Live dates on plan (see plan for details)
	Project Plan

	Overall
	Scope
	Keeping within originally stated functionality
	Scope
	
	Project Charter

	Overall
	Effective Teaming
	Effectiveness in Teaming within and across projects
	Quality
	Effective Teaming
	Renovare Performance Reviews and Pulse Surveys

	Overall
	Improve Institutional processes
	Maximize integ-ration, minimize customizations and use system or ind-ustry best practices when at all possible
	Efficiency and Effectiveness
	No customi-zations
Standardize Processes
Decentralize input and approvals
	Change Request Tracker
TBD


Other project guiding principles include the following:

· Banner as Configured – Implementation of a vanilla system or Banner configured systems that includes no customizations will require leadership, flexibility and a willingness to adopt new and better practices.  This will be critical in our success.

· Be Practical – Don’t over commit.  Work with the campus to address the core needs.  We may have some functionality that may need to be deferred until a later rollout due to its availability or due to short timelines. 

· Standardize - Processes should be standardized across all entities unless exceptions are justified by mission-critical differences or cost-effectiveness.

· Communicate Strategically – Renovare impacts everyone on campus.  It will be important to keep students, faculty and staff informed with the right information at the right time.

· Adhere to Sound Planning and Methodologies - Sound planning, reasonable project rigor, dedicated project teams and benchmarking have placed us in a position to succeed and support the University with state of the art systems.  We must continue to keep Renovare on schedule and on budget.

1.4 Assumptions

This section describes the known assumptions regarding the environment in which the project and resulting system will be operating.  It will also include assumptions regarding end user knowledge and training, availability of resources, expected calendar impacts to the progress of the project, and any other assumptions that the project team must consider during execution of the project.  Assumptions must also be considered in the context of the guiding principles, as they are assumptions the University is making as well.

Assumptions for the Renovare Program are the following:

· Banner has the functionality necessary for departments to conduct their business or departments will change their business processes to more easily work with Banner as configured while ensuring that necessary business practices are still addressed.
· All Renovare projects will follow the ISD methodology and utilize standard deliverables and templates as agreed to by the program manager and project leads.

· 
· Renovare will be staffed at an appropriate level to accomplish the work necessary

· Conversion teams will be staffed at an appropriate level to accomplish the work necessary

· The project will be supported at the executive level

· Decisions will follow the program organizational structure and project approval processes outlined herein.

· Staff in each department will be relieved of duties to work on this project; to accomplish this, reallocation of staff and budget resources can be done as needed.

· Existing systems will be maintained at a minimum level (includes only necessary changes, and excludes enhancements) throughout this implementation

· Users will be provided opportunities to attend training, sign off on the acceptance of the system, identify support needs during and after implementation, and be involved in the business process redesign activities.  Users will need to participate actively in all of these events.  Subject matter experts will be identified to represent the Users during the Concept, Design and Develop project phases.

· Notre Dame faculty and staff are committed to the project

· HP 3000 will no longer be available after 2006
1.5 RFP Approach and Results

In September, a Request for Proposal (RFP) was issued to solicit proposals from qualified, experienced, and financially sound firms for a complete suite of administrative software applications. Proposers demonstrated a firm commitment to an integrated set of application software components that meets the Student/Faculty, Human Resources/Payroll, and Financial System needs detailed in this document.  

The University looked for systems that have been explicitly designed to take advantage of the inherent flexibility in access, functionality and scalability that the Web offers. The University also desired an integrated software suite that will perform the functions specified in the RFP document in an efficient and cost effective manner. The proposed application software must have demonstrated that each of the major functional areas was fully developed, operational and implemented using a web based or web enabled architecture. The University, while preferring a fully integrated solution, did consider “best of breed” solutions as an alternative.  

The software that was to be acquired through the procurement was to provide essential services to support the multiple missions of the University: to provide the highest quality academic programs, to support world class, leading edge research programs, and to serve the students/faculty, human resource, and financial needs.

Based on the effort of the RFP process, in March of 2003, the University selected SCT Corporation http://www.sct.com of Malvern, Pennsylvania as the University’s enterprise resource planning (ERP) vendor to replace our administrative systems

For additional details on the RFP process please see the following documents:

· Renovare RFP Documentation.doc

· Renovare Weighting and Scoring Process.doc

· Renovare Due Diligence Summary.doc

2. Project Approach

The Renovare Program will be managed using a disciplined approach which takes the best practices recognized by the Project Management Institute as reflected in the Information System Delivery (ISD) Process, combined with the experience and best practice approach provided by SCT and other vendors assisting with system configuration and implementation.  At its highest level, each initiative will be broken into five phases, each with a formal review or Tollgate to obtain approval to continue.  The phases begin with a Feasibility Phase to determine whether an initiative is worth pursuing, followed by a Concept phase where possible solutions to meet the business requirements are examined and a recommendation presented.  Once a direction is chosen, then the Design and Develop phases follow to document and configure the system.  Once tested, the project is completed through the Deploy phase.

2.1 Project Deliverables

In addition to detailed project plans for each sub-project, the following table lists the key project deliverables within each phase that will be followed by all Renovare projects:

	Concept
	Design
	Develop
	Deploy

	Charter/Business Case/Project Schedule
	Updated Charter/Business Case/Project Schedule
	Updated Charter/Business Case/Project Schedule
	Completed Charter/Business Case/Project Schedule

	Defined As-is Processes 

Gap Analysis


	Banner State/To Be Processes

Functional Specifications
	Technical Specifications
	Run Book

	Stakeholder Analysis 


	Change Management Plan 

Organization Impact Analysis

· by Dept/Area, by Person
	Organization Transition Plan

· Org/Role Changes

· Backfill

· Project Teams

· Consultants
	Organization Transitioned



	High Level Training Strategy

Core Team Training Needs 
	Training Plan
	Training

· Materials

· Logistics

· Final Plan


	Trained End Users and Help Desk

	
	Testing Strategy
	Testing (String, System, Integ. & Performance Testing)

· Plans

· Scripts

· Results

· Final Issues


	Document History File 

	Prelim Communications Plan
	Communications Plan
	Deployment & Support Plan
	Service Level Agreements



	Infrastructure Needs Assessment
	Development & Test Infrastructure Ready

Detailed Infrastructure Design
	Infrastructure Ready

· Network & Platform

· Monitoring

· All Environments


	Post-Implementation Review

· Feedback

· Team Evaluations

· Lessons Learned

	Develop Strategies

· Reporting

· Data Conversion

· Integration

· Portal

· Self Service

· Customizations/Mods

· Workflow

· Configuration Mgt

· Security & Access

· Shared Data and Banner Standards

· Communication

· Procurement
	
	Go-Live Readiness Assessment
	Go/No Go Decision

***Go-Live***




2.2 Project Structure, Roles and Responsibilities

Below is an outline of the project organization structure.  There are still a few overall positions needing resources to be identified.  These positions will be filled over the next several months depending on priority.
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• Mike Geglio – Apps Lead

• Gary Houck – SCT Cons

• Andy Unger – SCT Cons • Kevin Cannon – Func Lead

• Scott Kirner – App. Lead

• Rose Most – SCT Cons

• Molly Delgado – SCT Cons
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Applications Lead
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Tech

Change Mgt & Comm

• TBD (Lead)
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• Sara Exum (Lead)

• Darlene Mikulak
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• Planning & Programs

• Bill Bosler

• Bob Guthrie

• Ralph Vogel

• Proj. Coordinator

• Lisa Donley

• Steve Tapp (Infra Team Lead) 

• Jeremy McCarty (Systems)
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• Gary Dickerson – Technical Lead

• Bill McKinney – Module Lead

• Tracy Biggs – Functional Expert

• Gary Dickerson – Technical Lead

Scope:

– Endowment Accounting

– Chart of Accounts
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• Dean Lingley – Module Lead
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Scope

:
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• TBD – Module Lead
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• Bob Foldesi – Co-Chair

• Drew Paluf – Co-Chair
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Subject Matter Experts (Mike Brach, Scott Siler, etc.)

• Augie Freda

• Richard Kohler

• Bill Bosler - Lead

• Michael Langthorne

• Dave Morrissey – Chair

• Dan Reagan

• Tim Rippinger

• Carolyn Berzai

• Craig Brummell • Steve Tapp - Lead

• William Crittendon - Lead

• Kate Kujawski

• Mark Houseman - Lead

• Kimberly Umbaugh

• Shelin Mathews • Katherine Rosswurm 

• Paul Matijevic – BSR 

Consultant

• Donna Adams – Func Lead

• Jamie Barry – Func Lead

• Carol Hennion – Func Lead

• Donna Adams – Func Lead


Officer Group:  Approves project budgets greater than $1 million (Budget Working Group approves projects under $1 million) including general staffing plans and broad-based hardware and software purchases.

Project RENOVARE Steering Committee:  Provides executive level support and guidance to the Chief Information Officer (CIO) on matters pertaining to system implementations; establishes clear policies to govern project activities; approves and supports principles related to implementation; advances major issues of integration and functionality, which require a “policy” level decision; supports the change management process; determines sequencing of implementation projects.  The Renovare Steering Committee members are listed below:

· Nathan Hatch, Provost, Co-Chair 
· Executive Vice President, Co-Chair 
· Fr. Mark Poorman, Vice President for Student Affairs 
· Phil Iapalucci, Director, Audit & Advisory Services 

· Jim Lyphout, Vice President for Business Operations 
· Lou Nanni, Vice President for University Relations 
· Jeff Kantor, Vice President, Graduate School 

· John Affleck-Graves, Vice President and Associate Provost 
· Carol Kaesebier, Vice President and General Counsel 
· Bob Foldesi, Associate Vice President for Human Relations 

· Jennifer Younger, Director University Libraries 

· John Sejdinaj, Vice President, Finance 

· Gordon Wishon, Associate Vice President, Chief Information Officer (OIT) 

Subcommittee Chairs (Sponsors):  Provides general guidance to the functional project leader; facilitates the management of the functional project participants.  Works with the program manager and project leaders to establish project priorities and resource allocations; ensures appropriate functional resources are provided to the team; seeks needed resources and facilitates progress; serves as a champion of change management and business process improvement; resolves issues related to product capability versus Notre Dame processes; clarifies issues and takes to Renovare Steering Committee those matters that cannot be resolved without Steering Committee support; makes and/or approves team assignments; assesses progress in relation to project plan; identifies and communicates performance expectations to functional project leaders; supports appropriate business process improvements; serves as an active supporter of the change management process; monitors training efforts; recommends sequencing of modules and elements to be included in phases of the project.  Project sponsors conduct evaluation of the performance of their representative functional project leader.  The Subcommittee Chairs are listed below:

· Gordon Wishon – Key Sponsor, Associate Vice President, Chief Information Officer (OIT) 

· John Sejdinaj – Key Sponsor, Vice President, Finance (Finance) 

· Bob Foldesi -HR, Associate Vice President, Human Resources (Human Resources) 

· John Heisler – Athletics, Associate Athletic Director
· Bill Kirk - Ancillaries, Assistant Vice President, Residence Life, Concurrent Assistant Professor 

· Harold Pace – Student/Faculty, University Registrar (Student/Faculty) 

· Andrew Paluf - Finance, Assistant Vice President and Controller (Finance/Payroll) 

· David Morrissey - Development, Senior Director for University Relations 
· Dan Skendzel - Ancillaries, Director of Administrative Services (Business Operations) 

Program Manager: 

The program manager will manage all project-related activities and tasks and is responsible along with the Renovare project team for the successful implementation of the project.  The program manager is the leader/facilitator of and serves as a resource to the Subcommittee Chairs and the Renovare Steering Committee.  Specifically the program manager does the following:

· Serves as a University-wide system facilitator

· Provides daily oversight of the project leaders

· Directs and coordinates the activities of assigned staff

· Prepares budget resource allocation plans and training and communication plans

· Monitors staffing levels and budgets versus plans

· Sets and communicates clear project objectives and communicates priorities

· Integrates implementation efforts by making or requesting the reallocation of people or other resources

· Serves as the primary contact with the software vendor and implementation consultants

· Responsible for effective communication about implementation efforts to a wide variety of internal constituencies

· Provides comprehensive leadership to project leaders in the areas of resource integration/distribution, project management, communications, issue resolution, and vendor relations

· Responsible to the subcommittee chairs for communicating status of implementation efforts and resources needed

· Responsible to the CIO for matters relating to hardware needs and integration of new software systems

Project Leaders:

The project leader will manage his/her project team and is responsible for the implementation of the Banner or selected ancillary software in his/her overall functional areas.  For each project team, there are two project leaders, a functional lead and an applications (technical) lead.  These leads will be equally responsible for ensuring the success of their implementation.  Specifically, the project leaders will:

· Be responsible for understanding, in-depth, the business objectives to be attained as well as the preferred manner to achieve objectives.

· Develop an in-depth knowledge of the software product and of current and preferred operating methodologies.

· Develop and regularly update a comprehensive project plan.

· Provide guidance to project team members; monitor and report status of project and budgets.

· Set standards and manage quality of both University staff assigned to the project (functional or IT).

· Coordinate effectively with other team leaders.

· Adhere and manage to Project Methodology (manage the design, configure, test, train, deployment).

· Surface issues to program manager and sponsor when additional support is required; serve as the primary owners of the day-to-day implementation process.

· The functional project leader receives daily direction and oversight from the program manager on issues related to project implementation.  Project leaders report to their implementation sponsor on operational and policy issues.

· The technical leader reports jointly to the program manager and the Director, Enterprise Systems.

· Conduct or causes to be conducted system and procedures training.  

· Develop training and user procedure materials and conducts training as required.

Team Members:

Project team members have the responsibility for implementation tasks and deliverables that are assigned by the team leaders and identified during the project planning efforts.  Team members have been selected because they have a detailed knowledge of the business processes and/or systems of their respective areas.  There will be both a functional and technical representative for each sub-team or module of an implementation team.  These representatives will be responsible for ensuring the success of their module implementation.  Specifically, team members will:

· Be responsible for understanding, in-depth, the business objectives to be attained as well as the preferred manner for achieving these objectives

· Develop an in-depth knowledge of appropriate segments of the software product; 

· Provide functional and/or technical expertise

· Constantly identify improved ways to do business prior to the final implementation; 

· Communicate frequently

· Consistently dedicate appropriate time and effort to achieve required results in a timely manner

· Operate independently under the general supervision of a project leader 

· Adhere to Project Methodology (assist in design, configure, test, train, deployment)

· Develop training and user procedure materials and conducts training as required

· Technical Team Members: assist in writing interfaces and converting data.  

· Functional Team Members: validation of data for interfaces and conversions.  All assist in the mappings.

· In some cases, team members will maintain a reporting relationship to their functional manager, but as a general rule, the team member’s time and energy are directed by a project leader and program manager

Project Staffing Principles

1.
The software implementation process is an event (albeit a long-term event), and it is the intent that staff members reassigned as a part of the project return to their former department or to an alternate position which best utilizes the team member’s strengths and capabilities.  

2.
People assigned to the project carry their salary and classification with them during the full course of the initial implementation process.

3.
For all matters relating to the Renovare implementation, functional team members operate under the direct supervision of the project leader (Student/Faculty, Financial, HR/Payroll).  Project staff will continue to honor existing reporting relationships to functional managers for non-project issues.  Supporting IT staff have a dual reporting relationship to the technical project leader and appropriate IT leadership

4.
Contracts for consulting support will be negotiated, managed, and maintained by the program manager, with assistance from Procurement Services.  The Vice President of Finance must approve consulting arrangements not included in the original agreement.  Consultants may be provided under terms of the initial software vendor agreement or may be contracted separately.  The program manager in consultation with the project leaders will make assignment of individual consultants and contractors to specific projects.  Consultants will report operationally to project leader as appropriate.  Project leaders and the program manager will participate in assessing the performance of consultants and contractors.

5.
Staff assigned as an official member of an implementation team may be eligible for incentive payments associated with successful completion of the project.  All system implementation teams will operate under consistent guidelines and standards.  The Office of Human Resources is responsible for developing and maintaining incentive systems.  Incentive payments for the Renovare project teams are funded by the project budget.

6.
New staff members (backfill) may be hired within the context of the approved project budget to do the work of people assigned to the project.  The project budget will identify funds for a set number of backfill personnel.  The project will provide funding for these approved individuals only for the duration of their involvement with the project.  This duration will be, at a maximum, for six months prior to the project start through three months after the project “Go Live”.  The program manager will manage the number of backfill employees and total salary dollars against the approved project budget.

Please see Renovare Management Principles documentation for details on the Renovare incentive compensation program.

2.3 Stakeholders Analysis

The scope and breadth of Renovare is such that practically every constituency of the University will be impacted in some way and therefore is a stakeholder in the success of the program.  Each sub-project will identify the key stakeholders and their relationship to the project, including their needs from the project.  Part of project success will depend on not only identifying stakeholders, but also identifying the appropriate level of involvement and communications for each.  The Change Manager for the program will coordinate the management of the communications and information gathering from the various stakeholders.  The information that will be compiled during the stakeholder analysis will include the following:

· Who/what is impacted

· Description and assessment of that impact

· Current understanding level of the stakeholder

· Desired understanding level of the stakeholder

· Amount of effort expected to attain the desired understanding level

· Any anticipated concerns or issues

· What strategies will be employed to attain the desired understanding level

2.4 Dependencies and Impacts on Other Projects

The Renovare program has some key dependencies on projects and initiatives that are outside the direct control of the project team or outside the scope of the project that will affect the project success.  Key dependencies include:

· Timely completion of infrastructure initiatives within the OIT

· Completion of the Portal project to allow for web access to Banner.  It is expected that each go live in Banner will be rolled out through the Portal.  Therefore this rollout is dependent upon the availability and deployment of the Campus Pipeline portal.
· There is potential dependency on whether SCT Banner XtenderSolutions if implemented.  We will assess whether OpenText Livelink would continue as the document management tool, requiring integration into Banner and other systems or move to Legato’s XtenderSolutions which is natively integrated with Banner but would require significant conversion of data and implementation efforts.
· There are significant changes and enhancements to the University technical infrastructure that impact directly on this project’s ability to deliver.  These are being monitored independently by the OIT leadership.
2.5 Facilities and Resources

The following modifications and enhancements to the ITC building in order to accommodate the Renovare team are expected to be completed the summer of 2003:

· Two classrooms created in basement, which allowed for one project room (Development) and one Renovare Training Room on 3rd floor.  This includes renovation of 326 for the Development team room and 328 for Renovare Training room. These renovations include appropriate furniture.

· Network re-wiring/wireless: basement, 2nd and 3rd floors for individual productivity improvement; 1st floor for Data Center improvement.

· Room 226 was divided in such a way as to create a single office for Cathy Burch (Admin Assistant for 2nd floor), an office for 4 (presumably Renovare trainers), and a project room/conference room.  New furniture was acquired for the 4-person office and the single office.

· Renovation of room 225 (office) and 227 (project room) for Finance, with appropriate furniture.

· Room 223 and 221 for project leaders.

· Room 222 for SCT consultants.

· Room 204 for Program Manager.

· New cubicle furniture for room 200.

· Creation of two offices, a small conference room, and a network closet in basement.

· Reconfiguring the basement training room in Grace Hall

2.6 Risks

Risks are defined by two major categories and each risk is assigned a probability factor and an impact factor based on the following scale:  3 – High, 2 – Medium, and 1 – Low.
2.6.1 Risks Regarding Project Realization

This section identifies and documents any risks known at project start or occurring in the course of the project realization.  They are related to project completion time (e.g. fixed completion deadline), project budget (e.g., fixed budget, potential budget variability/variances), project deliverables (e.g., changing scope and deliverables), resource and skill-level availability, and process partner satisfaction (e.g., changing expectations, deliverables not defined and agreed to).

	Risk
	Probability of Occurrence
	Estimated Project Impact
	Mitigation

Strategy
	Contingency

(Describe Contingency or refer to separate Contingency Plan)

	Resistance to Change
	3
	2
	Control
	Hire change consultant, develop  and execute change and communicaitons plan

	Overextension of resouces
	3
	2
	Control & Retention
	Slide date back, or reduce other functionality and/or seek approval of contingency funds for temporary staff

	Lack of the right experienced resources to meet objectives ($ and people)
	2
	3
	Control & Retention
	Slide date back, or reduce other functionality

	Scope Creep
	2
	3
	Control
	Slide date back, or reduce other functionality

	Key Staff Turnover
	2
	3
	Control
	Establish an incentive compensation plan.

	Exec Staff Turnover
	2
	3
	Control & Retention
	Establish multiple levels of executive sponsors.

	Staff attitude will not accept system
	2
	2
	Control
	

	Perception that reengineering will result in job loss will decrease project support
	2
	2
	Control
	Change Management

	Poor Communication of Project Plan (especially to outlying groups)
	2
	2
	Control
	Communications and Change Management Team

	Depts not participating in training sessions
	2
	2
	Control & Retention
	Top Management – Steering Committee

	New Initiatives Diverting Resources
	2
	2
	Control
	Top Management – Steering Committee

	Significant Schedule Slippage
	1
	3
	Control
	

	Lose senior management support 
	1
	3
	Control & Retention
	

	Natural Disaster
	1
	3
	Retention
	


2.6.2 Risks Regarding the Product/Service

This section identifies and documents any risks known at project start or occurring in the course of the project realization in terms of the objectives, benefits, and quality of the functionality/service to be delivered by the project.  This would include introduction of major new processes and new technical infrastructure.

	Risk
	Probability of Occurrence
	Estimated Project Impact
	Mitigation

Strategy
	Contingency

(Describe Contingency or refer to separate Contingency Plan)

	Regulatory changes will cause delay
	2
	2
	Control
	Slide data back, or reduce other functionality

	Data integrity (before & after conversion)
	2
	2
	Control
	Quality Assurance

	Inability to identify all interfaces
	2
	2
	Control & Retention
	

	Hardware Malfunction/ Breakdown
	1
	3
	Control & Retention
	

	Inability to complete conversion
	1
	3
	Control
	

	Inability to extract business critical information  from the system
	1
	3
	Control
	

	SCT goes out of business or is acquired
	1
	3
	Retention
	

	UND goes out of business
	1
	3
	Retention
	

	Loss of legacy Functionality on Banner
	1
	2
	Retention
	

	Inability to complete interfaces
	1
	2
	Control
	

	Oracle goes out of business
	1
	2
	Retention
	

	Hardware vendor goes out of business
	1
	2
	Retention
	


2.7 Issues List

Part of good risk management is keeping an issues list, which ensures that all issues are documented and known to all project members. The program will use eProject to manage the day to day issues lists.  Key issues need to be highlighted and reported in the appropriate project review meetings. Project team leadership owns the list of open issues. All Issues must be identified to the technical or functional leaders and must have a person assigned responsible for solving the issue and a date by when the issue needs to be resolved.  Any critical issues that are presented to the Renovare Steering committee will be documented here.

2.8 Major Events

As the project progresses major events impacting the project will occur that need to be recorded.  These events may be internal related to the business or IT environment or external related to our vendors/consulting partners or general business conditions.  As these events occur they should be described and the impact accessed. 

2.9 Project Schedule

A high level schedule is being maintained for the overall program and is seen below.  Each sub-project will also maintain its project schedule, both in detail using Microsoft Project, and at an executive level.  Refer to the sub-project charter documents for the executive level view of each sub-project.  This timeline and major milestones will be reviewed and revised as appropriate over the course of the project.
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2.9.1 Student/Faculty High-Level Timelines
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2.9.2 Major Milestones

2.9.3 
The following milestones are the initial targets for the projects completion and will be reviewed and reset as necessary at each major tollgate during the course of the project.
	Milestone
	Estimated Milestone Date

	Delivery of Project Plan
	July 1, 2003

	SCT Banner Finance Install
	October 1, 2003

	SCT Banner Human Resources Install
	October 1, 2003

	SCT Banner Student Install
	March 1, 2004

	SCT Banner Financial Aid Install
	March 1, 2004

	SCT Banner Finance Production Ready
	July 1, 2004

	SCT Banner Finance IOC
	November 1, 2004

	SCT Banner Financial Aid Production Ready
	February 1, 2005

	SCT Banner Student Production Ready
	April 1, 2005

	SCT Banner Financial Aid IOC
	June 1, 2005

	SCT Banner Student IOC
	August 1, 2005

	SCT Banner Human Resources Production Ready
	November 1, 2005

	SCT Banner Human Resources IOC
	February 1, 2006


“Production Ready” means, with respect to each SCT Banner Baseline Component System, that SCT has demonstrated that the applicable SCT Banner Baseline Component System and a select level of Baseline reporting for which SCT is responsible as agreed upon and set forth in the Project Plan (subject to the 1,000 person-hours of SCT Reporting Service Block as set forth in the General Description of Services table in Exhibit A) has been configured, tested and is available for use by the University for purposes of its day-to-day business operations, independent of any conversion of data and reporting and not including any Customizations. 
“IOC” or “Initial Operational Capability” means, with respect to each SCT Banner Baseline Component System, that the University is either actually using or has the ability to use the SCT Banner Baseline Component System (for a core set of Baseline functionality as agreed by the parties and as set forth in the Project Plan, which agreed-upon core set of Baseline functionality will specify the extent of data to be converted and the level of reporting to be performed) in a production environment for purposes of its day-to-day business operations, and not including any Customizations.

2.10 Cost/Benefit Estimates

Please see the Renovare costing documents for more details on the costs of the project.

There are expected benefits of implementing Renovare.  One of the benefits obviously is mitigating the risks of operating on an unsupported platform.  The importance of this benefit is increased after experiencing significant outages of the HP over the past several months.

Other benefits and objectives will be defined by the project teams and broken out by each project area.  Below are a number of high-level benefits expected from the Renovare project.

While it may be too early to tell in some areas, it is clear that the partnerships that we have established and will establish with software and hardware companies will position us to be more efficient and more competitive.  

For the undergraduate class just admitted, the class of 2007, we handled approximately 34,000 high school student search names, 39,400 inquiries, and 12,100 applications, 50% of which were received electronically.  This applicant pool represents the largest total received ever by the University.  While it is blessing to have a large number of applicants, The Admissions and Financial Aid staff must still select a class and package financial aid for that class in the same time period as when the University had four thousand fewer applicants.   It is a very difficult task and we must provide them with the best tools to keep our competitive advantage among our peers.  In short, we are receiving more inquiries and more applicants and thus more data.  This ultimately means that it is ever more critical for us to have the tools and the processes to identify, admit and award the “right” students for the University.  Renovare must enhance our ability to recruit the right students and mine the appropriate data.  Future tools like SCT’s pocket recruiter and the admissions portal will eventually support our future growth and bring to us a competitive advantage.

Faculty and staff will benefit from both an improved status form process administered by the Provost Office and from SCT Banner’s web based grading capabilities.  Course management tools like WebCT or Blackboard will tightly integrate with the student/faculty system, supporting teaching and learning in the classroom using course management software.  The university currently utilizes WebCT.  A separate group is considering the future of course management software and the utilization of such tools like WebCT and Blackboard.
The Development Office has been implementing the BSR Advance product for over a year.  Advance will clearly provide us greater consistency and visibility into potential donors.  It will assist us in determining what it will take to move a prospect closer to an appropriate size gift within an appropriate time frame.  This new system and the related new processes will be critical as we move forward with launching a new fund-raising campaign over the next year.  Other expected benefits for the Development project are as follows:

· Improved efforts to identify, cultivate, and solicit the best potential donor prospects

· Allow for better focus on stewardship to University donors and maintaining the relationships with them.

· Improved efforts to market to an increasingly diverse and segmented prospect pool

· Improved operational efficiencies with respect to gift processing and acknowledgements

· Improved tool for management to get a "snapshot" of activities and work being done by field offices and internal staff

· Improved ability to upgrade system to stay current with developing "trends" in the University Relations market

Renovare also includes the ancillary projects.  These ancillary projects, one of which has already gone live, are assisting University Health Systems, Security Dispatch, General Counsel, Student Affairs, and Business Operations in addressing critical functionality gaps and regulatory requirements while also providing better access to information for decision-making.

3. Communication Plan

Renovare is being implemented in a very complex environment.  Excellent communication between the various groups involved in the project as well as the University management is key to the project’s success. To meet such challenges an effective communication process will be implemented.  A detailed Communications Plan will outline all the means by which the program will communicate with all stakeholders.  The key internal communications are defined below:

3.1 Renovare Steering Committee and Tollgate Meetings

The Renovare Steering committee will meet every six to eight weeks and will be informed of any major project milestones, including tollgates that have been met.  Each sub-project will have it’s own Steering Committee for scoping and implementation issues.  The sub-project Steering Committees will review and approve of each tollgate for their respective project.

Additionally, Subcommittee Chairs meet bi-weekly.  This helps ensure consistency and integration at all levels across the program and within the program.
3.2 Project Core Team Meetings

Project Core Team meetings ensure that progress is monitored which includes the review of all aspects of the project. Project core team meetings must be held regularly and are organized and run by the project leaders. They are held according to a defined schedule, often weekly, and on request. 

3.3 Information Meetings
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Besides the chart below that outlines the established meetings, additional meetings will be scheduled and held in accordance with the Communications Plan with the stakeholders of the program.  Each box in the chart below has an individual meeting, while circled boxes meet as a group.
3.4 Communication Strategy
The overall communications strategy is one which builds upon itself as diagrammed below.  It is intended to build awareness, understanding, buy-in and ownership as appropriate with the project stakeholders.  Additionally, it is the intent to provide fresh, interesting content that keeps the community informed and energized.
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Ren.2003.9 Project Charter

<user information>
( Software Productivity Centre, 1997
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