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INTRODUCTION

Reason for Report

As the implementation of Educational Information System (EIS) moves forward it is important to assess the readiness of the various modules for use. The Finance and Luminis modules are scheduled for “Go-Live” on July 1, 2009. This report is the result of review of project documents and interviews with staff and vendors involved in the project. 

Documents reviewed are located on the EIS Project Web Site included project plans and schedules; meeting agendas and minutes; and training material. Staff and vendors interviewed included team leads and members involved in the Finance and Luminis modules of the system. A total of eleven interviews were conducted with ten staff members and two vendor representatives. 

Report Format

Based on the document review and interviews, this report reflects a summary of key activities and the readiness of the Finance and Luminis modules to move to production. It also addresses overall project concerns expressed in the interviews and considerations to insure the success of the project. I address Finance and Luminis separately only when necessary.

The six key activities addressed are:

· Configuration and Set-up

· Data Migration

· Usability 

· Access

· Go-Live Activities

· Project Controls

ASSESSMENT FINDINGS
Overall Readiness
It is my opinion that the Finance and Luminis modules are ready to meet the production date of July 1, 2009. Nothing from my research or interviews tells anything different. This is not to say that the modules are ready at this point but with the plans in place and the work being done the date is achievable.

During the months of May and June the teams should stick to task and not allow distractions to move them off course. The Finance module will be ready for input of purchase requisitions beginning in June. The controlled use by finance staff only in the month of June will help with any problem resolution needed. Luminis is now complete to the point of data integration with Banner. Identity management including single sign-on is not in place; however, there is a plan to complete this work and in my view enough time is available to complete the tasks needed.

Configuration and Set-up
The best way for me to judge the status of configuration and set-up was during the interviews. By asking staff their comfort level with the work completed and in-progress I could determine whether they felt the systems were ready. In all cases the comfort level was medium to high. No staff member or vendor interviewed felt the go-live date could not be met.

In many cases there is uneasiness about the flow of the processes through the system. As the set-ups are completed they are tested but no testing has been completed to check the process flow from end to end. Staff is concerned that once the set-ups are completed they will not function together to achieve the desired result.

Consideration: Extensive testing is planned for May. As part of this testing I would suggest scripted testing of business and/or active processes to insure the process flow is working correctly. An example for Finance would be to enter a purchase requisition and follow it through to the accounts payable process. An example for Luminis would be to use single sign-on then check for new E-mail and access the Banner channels.
Data Migration
I could not find any reason to believe the data migration is not on target. The tools provided by SungardHE and the ETS systems group are working as planned. This is allowing the proper information to be in place when needed. 

As part of the research on data migration I reviewed the interfaces from other needed system (ex. IAPlus) to Banner and Luminis. All indications are that they are in place or will be in place when needed. 

Consideration: None needed.
Usability 
As the modules are being built the staff involved is learning how to use the processes. They will become the experts on the modules. Operational knowledge needs to transfer to the causal user in the form of end-user training. As part of the interviews I asked about end-user training and was told a plan and timeline is being developed.

Proper training for the causal user must take place before the go-live date. Once the systems move to a production state the experts (also referred to as the power users) will be busy with the new system. Providing end-user training beforehand will allow the experts to concentrate on the processes of the new systems and not be distracted by constant interruptions.

Consideration: The end-user training plan and scripts need to be given emphasis and priority. Once the plans and scripts are in place the casual users should be trained and given the proper documentation to use the system with little or no help.

As part of the Finance go-live the campus users will continue to submit purchase requisitions on paper to the Finance office. This will limit the user base and allow for controlled problem resolution. This decision is sound. However, a cutover date for the campuses to start entering purchase requisitions into Banner should be decided to allow maximum effectiveness of staff time and system usage.
Access
In this effort I approached the research from an access to the information and the information retrievable prospective. The security to the systems and information is not completed at this point. However the plans are in place for testing without security and then final testing with security turned on. I believe the plans and activation of security access to be timely and comprehensive. 

Information retrievable is the only finding that I consider critical to the success of the go-live activities. In all interviews the subject of reporting and information retrievable came up as an unknown and unplanned activity. Also, I could not find any plans or schedules on the project web site. In further investigation there does not seem to be much work done in this area. It was reported to me that there are not available reports in Banner and all reporting will be achieved through the Hyperion report writer with information coming from the Operation Data Store (ODS).

Consideration: The subject of information retrievable and reporting needs to be a high priority item over the next few weeks. A determination of what is needed for go-live should be discussed and then a plan developed on how to provide the information. Banner has several standard (canned) finance reports. These reports should be reviewed to determine if they meet the need of the Finance offices both at the District and campuses. Any report needed that does not exist in the Banner standard reports should have the specifications set immediately. Work should begin on development of the reports to meet the needed dates. The information should be retrieved from either the production data base or ODS depending on the type of information needed.

In addition, the project team should consider inviting a knowledgeable colleague from another Banner school to review how they are working with information retrievable and reporting. Information that was previously provided on paper may now be available electronically. This will allow the District to get the best benefits of the new system. A colleague with experience in Banner information retrievable may be able to help set further direction in this area.

Go-Live Activities
As part of any successful go-live there needs to be planned activities to allow timely problem resolution. In the interviews both on the Finance and Luminis modules I found the power users will be relied on for customer contact and problem resolution. This is not an uncommon practice. However it puts an undue workload on these users and may cause delays in response to issues reported.

Consideration: I would suggest one point of contact for problem or issue reporting. This could be the ETS help desk or a designated person on the Finance and Luminis teams. The issues should be tracked and sent to the proper area for research and resolution. The person reporting the issue should be informed of the status on a predetermined time interval. 

Finance issues that are not technical should not be routed to ETS; they should be routed to the designated power user in Finance. All Luminis issues should be routed to the Luminis team lead for determination of the resolution needed. All issues reported, once resolved, should be reported to all users to keep repeat traffic down.

The FHDA Project Manager, FHDA Project Sponsor, SungardHE Project Manager and the Team Lead for both Finance and Luminis should make contact daily for at least the first two weeks after go-live to review status of issues and intercede when necessary. This contact can be done by conference call at a predetermined time. This will allow full review of issues and resolutions.
A final consideration for Finance would be to send a letter to all vendors that a conversion to a new system is taking place. Vendors can help in the resolution of issues if they are aware to check information closely and report any discrepancies. This will help with their understanding if there are any delays in processing of invoices and payment.
Project Controls
I found documentation on the Project Web Site to be extensive. I read through much of it and found it to be informative about the activities of the project. In many of the interviews there was a common theme of too much discussion without decisions or timelines for decisions. As I reviewed the documents on the web site it was apparent that many items did not have decision points or dates and the general discussion was not moving items forward.  It seems that the discussion takes place in meetings and then the decisions are made outside the meetings. This approach leaves the team members feeling disenfranchised from the decision-making process.

Consideration: A critical path milestone chart should be developed to help keep the project on track. Each major milestone in the project should be identified with the date needed. With the milestones in place, items and decisions needed to meet the milestones should be listed by the dates needed. All items and decisions need to have a lead person assigned. The lead person will seek information from the core committees and form task teams as required. It then becomes the responsibility of the lead person to follow through on the item and report back to the Core Functional or Technical Committees with the results. New items can be added to the milestone chart by the functional or technical leads and the project management team. 
Discussions in the core committees can then turn to decision making, project process, interaction between the modules and adding items to the milestone chart. The project management team should take the responsibility of updating the milestone chart and reporting progress to the core committees. 
CONCLUSION

I am of the opinion that the overall project is progressing well. By adding some project controls such as the use of critical path milestone charts and resource assignments, the project will continue to move to production on time. Problems and issues will occur and from my experience they can be solved in a timely fashion. By using major milestone dates the work is divided into smaller tasks which will help the staff resources better use their time to meet the timelines.
The use of milestones and resource assignments will help the Core committees position the work of the integration of the different pieces of the systems, assignment of critical path work and provide the leadership for production issues resolution. As work continues with the project emphases on end-user training, information retrievable and planning for issue resolution should continue to have priority. Planning these activities in advance helps ensure a smooth transition when each module is ready for production.  

The lessons learned during the implementation of Finance and Luminis modules will help with the planning of other modules implementation. Tracking of progress will become more important as other modules prepare to go-live and the integration of the system becomes more complex.
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