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1. Executive Summary
1.1. Background

The Luministm Platform has been designed to provide a web portal with integrated enterprise applications to support the communication and business process needs of institutions of higher education. Because the system can be configured and developed in a virtually infinite number of ways, SunGard Higher Education (SGHE) recommends focusing the Luministm implementation by aligning the district’s strategic vision for the use of technology with functionality identified as important by the members of the district community.  The scope of the project should also anticipate near-term future needs. The project scope, which is ultimately determined by the institution’s Project Team, should take into consideration the executive-level strategic objectives, as well as the administrative, academic, and user-oriented needs identified during the Organizational Information Gathering sessions.  Uniting the strategic vision with specific needs and desired functionality is the goal of this phase of the Luministm implementation.

This report is a summary of findings and recommendations based on the Organizational Information Gathering sessions (Town Hall Meetings) conducted November 19, 2008.  Participants included administrators, faculty, staff and students of the Foothill – De Anza Community College District.  Attendance was recorded for each OIG focus group.  The attendee information is included in the follow-up materials (FHDA Luminis OIG Attendance.pdf).

1.2. Document Description

This document describes certain practices and needs of users and the organization that should be key factors in refining the scope of the Luministm implementation. It is intended to be as complete as practicable, but should be regarded as representative rather than exhaustive. The areas covered include:

· Organization

· Communication

· Productivity

· Web Presence

· Readiness for Rollout

Findings are designed to help Foothill – De Anza Community College District gain insights into the strengths of the current processes which need to be maintained, as well as uncover weaknesses, potential redundancies and communication and/or process disconnects, which can be addressed during the implementation of the SunGard Higher Education Luministm system. 

Recommendations are suggested for implementing the SunGard Higher Education Luministm Platform to satisfy Foothill – De Anza Community College District’s user requirements, and for bridging any gaps which may have been identified by the findings. Both area-specific and global recommendations are included.

1.3. Summary of Findings and Recommendations

Foothill – De Anza Community College District is implementing the Luministm Platform as part of their implementation of a fully integrated Enterprise Resource Planning (ERP) system.  

SunGard Higher Education offers an advanced system that uses a Banner application and the Oracle database to create a unified digital campus.  The Foothill – De Anza Community College District’s portal is intended to be the primary access point to this unified digital campus for members of the district community, and for general communications among all campus constituencies.   

Key Requirements for a Successful Luministm Project

Primary Academic/Business Objectives discussed during the focus groups and during the Project Team Meetings include:

· Provide improved services to students, faculty, and staff

· Provide greater self-service functionality to improve accuracy of data

· Improve the position of the institution for the future and enhance Foothill – De Anza Community College District’s image.
Foothill – De Anza Community College District already has a web portal in place.  This legacy portal is an Oracle portal that provides faculty and staff with access to some information and functionality.  It will be important to ensure that faculty and staff do not lose any functionality in the transition to the new Luminis-based portal.  
A common theme of all focus groups was that the Luministm Platform should provide functionality that:

· Aggregates information that users need in a way that requires fewer steps to access than through the public site or through the existing portal.

· Reduces the number of log-ins required to access systems and resources.

· Improves the way that students, faculty and staff communicate among themselves and with each other.  

· Reduce the ‘clutter’ that is presented to users through the current web systems.

User Needs:

The new Foothill – De Anza Community College District Portal is intended to be the primary access point for users of Bannertm modules, and for general communications among all campus constituencies.  In order for the Luministm Platform to fulfill this role, the following requirements must be met:

· The new Foothill – De Anza Community College District Portal should provide a single-point access to required information, as well as interesting and “compelling” content.  This content should include information currently contained in the public web site and existing portal, as well as enhanced information and navigation channels for easier access to services and information.

· Alternative access to other systems (e.g. “back doors”) should be eliminated.

· The new Foothill – De Anza Community College District Portal should be the means to publish announcements to a variety of targeted user groups, as well as the entire district community.  These announcements can be either alternatives to the current e-mail process, or a supplement to it.

· The new Foothill – De Anza Community College District Portal should include access to the e-mail system used by the students, faculty and staff.

·  The new Foothill – De Anza Community College District Portal must provide easy access to certain key web-based applications, including the Bannertm system.

· The new Foothill – De Anza Community College District Portal features should be available at any time (24/7), from on and off-campus.

· The new Foothill – De Anza Community College District Portal should reduce the current multiplicity of passwords and logons, by providing simplified, single sign-on authentication where possible.  
Key Organizational Requirements

Participants displayed a range of attitudes regarding the new Foothill – De Anza Community College District Portal.  Most participants could see the value the portal will provide, if the information is compelling, current, and accurate.  

Foothill – De Anza Community College District faculty and staff users use the existing portal to access certain data and functionality as needed, but don’t view the portal as their “one-stop-shop” for customizable information and services.  One of the potential hurdles Foothill – De Anza Community College District faces in implementing the new Luminis based portal will be to overcome users’ perception of what a portal provides.

Given the stated needs of the students, faculty and staff, I recommend the following sub-committees:

Content Administration and Planning

Channels will come from different areas.  Which channels are essential?  Which ones can you opt in and out of e.g. Registration and Social Groups?  The Sub-Group needs to (1) make a list of channels, (2) design the screen – the real estate, (3) decide who will have authorization to input information, (4) recommend which channels will be supported at the institution level and which are to be the responsibility of local departments.  How will we invite people to put up channels and feed information to the channel and keep the information current? Much of this activity will begin in earnest after the Content Planning Session conducted by SunGard Higher Education.

Group Functions 

Will be of an academic or social context e.g. tennis group, committees or course study groups.  What groups will be allowed?  Who will be the moderator?  What will be considered permissible groups?  (Channel is one-way information, but groups can be interactive.)  How will groups be organized?  What will be the physical constraints?  What sort of size?  What length of time to keep?  How will groups overlap with WebCT? 

Promotion and Communication 

How can Luminis be promoted between students and others?  How is the new portal different than the old portal?  Why are we changing to the new portal?  What are the advantages with the new portal?  How can we get enough students involved and subscribed?  Promote to employees?  Usage needs to be promoted.  This topic may overlap with training. 

Training 

Luminis is a browser based application so we may not need to train all end-users but training should be available for those who need it.  We will need to train those who maintain channels.  Training will be necessary for setting up channels and customizing.  What types of training tools are available on campus (e.g. Captivate?) and how can they best be leveraged for portal training?

It is important that these team communicate clearly and early to the entire community regarding the developmental phases, priorities, and long term goals, so that user expectations will be appropriately managed, and current perceptions of the portal be expanded. 

Timeframe for Deployment
The current plan is to launch the Foothill – De Anza Community College District Portal in conjunction with the launch of the Banner Finance module.  This would be a very limited launch to a small audience of users.  Further phases of the portal would be planned for other district audiences.  
2. Introduction

2.1. Logistical Summary
· Date of the Assessment:  November 19, 2008
· Product(s) and Service(s) covered by this Assessment Report: Luministm Platform – Organizational Information Gathering
2.2. Participants
Refer to the Organizational Information Gathering workshop Follow-up Report for Participant attendance information.
2.3. Analysis Description
This analysis is a summary of findings and recommendations based on the Organizational Information Gathering workshop, and describes certain practices and needs of users and the institution that should be key factors in refining the scope of the Luministm Platform implementation. It is intended to be as complete as practicable, but should be regarded as representative rather than exhaustive. The areas covered include:

· Organization
· Web Presence

· Productivity

· Communication
· Training
· Readiness for Rollout
2.4. Findings
Findings are summarized to help Project Team resources gain insights into the strengths of the current processes which need to be maintained, as well as uncover weaknesses, potential redundancies and communication and/or process disconnects, which can be addressed during the implementation of the SunGard Higher Education  Luministm Platform. The Organizational Information Gathering Matrix should be reviewed for a complete list of specific findings from each of the focus groups.
2.5. Recommendations
Recommendations are suggested for implementing the SunGard Higher Education Luministm Platform to satisfy the institution’s user requirements, and for bridging any gaps which may have been identified by the findings. Both area-specific and global recommendations are included.

3. Project Scope

The Luministm Platform Organizational Information Gathering workshop provides an assessment of the institution’s current state with respect to practices and needs of its various users as they relate to the Luministm Platform. Through demonstrations of the system’s features and functionality, and discussion of current practices and use of technology, SunGard Higher Education consultants can begin the process of informing the institution’s stakeholders about the Luministm Platform and gain an understanding of user needs that drive a set of recommendations to the Luministm Platform Project Team regarding the development of the institution’s Portal to best suit user needs. Specific areas for discussion can include:

· Web Presence
· How frequently are the institution’s public website and any internal sites used?

· What are the strengths of institution’s public website?

· What are the weaknesses of institution’s public website?

· Productivity
· What information and services on the institution’s public website and any internal sites do users access most often and least often?

· What information and services from external websites do users access most often? 
· What web/on-line features/functionality are currently not available that you would like to see added?
· Communication
· What media and methods do the institution and individual users employ to communicate with one another?
· What communication media and methods work well and do not work well?

· Training
· What media and methods do the institution and individual users employ to train one another?
· What training media and methods work well and do not work well?
· Readiness for Rollout
· What experiences from previous projects and implementations worked well or did not work well?
· What are the critical success factors for this project?
Luministm Platform Organizational Information Gathering workshop activities make use of focus groups and/or one-on-one interviews to collect information that is then analyzed and distilled into documents that present a summary of the current state of findings and recommendations for the project. 
4. Organization
The following section summarizes the findings of the institution’s current Organization and provides related recommendations for the Luministm Platform implementation project.
4.1. Summary of Findings
All parties showed an interest in the   Luministm Platform capabilities and seem to see the intrinsic value the portal would provide.  Each focus group should have some type of representation on the Organizational Team.   Ensuring the Organizational Team membership represents a variety of functional areas is critical to the project’s long term success.  Experience shows that this team, while working in conjunction with technology staff, must include non-IT members who can provide:
· Knowledgeable input into the portal content.

· Insights into the communication, marketing and training needs of their respective constituents.

· Awareness, suggestions and support.

Above all, the district should understand that the Luministm project should not be viewed or resourced as an IT project.  While there are plenty of technical considerations to be made, even the best intentioned IT staff will not be able to develop a portal that meets the needs of the community without the involvement of functional users.

4.2. Recommendations
The following recommendations should be reviewed carefully for appropriateness, relevance and priority to the Luministm Platform implementation project:

1. The current cross-constituent organizational team must be maintained and may need to be expanded to include additional constituent representatives.  The organizational team is responsible for ensuring the district is organizationally ready to launch the Luminis based portal.  This will include establishing the policy, processes, and content required to support the portal.  

2. The organizational Team should establish and publish a timeline for deployment to allow for involvement of stakeholders, development of content, development of training plans, and promotion of the Luministm Platform for each key stakeholder group. Special consideration should be given to the Academic and Business Calendar when planning project events/milestones, so as not to conflict with important district activities/events. 

3. Ensure that the organizational team be sufficiently staffed with stakeholders that will provide the widest possible perspective on matters relating to portal content, policy, ADA compliance, communications, marketing, training and scheduling.

4. The Luministm Platform should be used to provide communication to and feedback from the broader campus community.  Announcements, promotions and other communications will over time build a sense that the portal is intended to be the primary resource for all district constituents.  A locked channel on the home page with information about the portal and its potential should be created and updated frequently.

5. All Project Teams/committees should have a designated Group or Sub-Group Homepage in Group Studio to collaborate online, communicate and store important information through the variety of tools available. This will improve knowledge of the Luministm Platform features/functionality, and communication amongst the various teams/committees.
5. Web Presence
The following section summarizes the findings of the institution’s current Web Presence and provides related recommendations for the Luministm Platform implementation project.
5.1. Summary of Findings
While most participants agreed the public website contained a lot of useful information that is accessed frequently, there was also some dissatisfaction with the current public website in regards to look and feel, layout, and navigation.  Some participants find it consistently difficult to quickly navigate to the information/services they need regularly. Others find it too cluttered and trying to serve too many audiences.  Comments revolved around content requiring “too many clicks” and information as “hard to find”.  Some users complained about the sensitivity of the roll-over menus.  Additionally, many users felt the public website looked dated and needed to be refreshed.  
While it is outside the scope of the Luminis Implementation to redesign the public website, attention should be paid to the feedback to try to avoid replicating the same problems in the Luministm Platform. 
The possibility of distributing control of some channelized content would allow multiple content owners to provide information that will be presented in a consistent format in the Luministm Platform.  Content providers not familiar with channel development technology could continue to update content through more familiar formats, using the portal channels to generate content from the same source.  For example, someone with the ability to update text and graphics on a web page could continue to do so, and the portal channel would be designed to simply render the web page within the portal.  For this type of channel, there would be no need to train content providers in channel development.  Functional Content Providers with the skills or inclination to work directly with portal channels should attend the Luministm Platform Content Administrator Training workshop.  Functional staff will benefit from advanced HTML/XML training or experience, however, it is not a requirement to become a channel administrator for the portal.
5.2. Recommendations
The following recommendations should be reviewed carefully for appropriateness, relevance and priority to the Luministm Platform implementation project:

1. To create a more decentralized content philosophy, identify key departmental staff to be trained in and manage the creation of channels in the portal.  Plan to have these Subject Matter Experts (SME) attend the Channel Administration module of the (Day Two) Content Administrator Training workshop.  Develop policies/guidelines to assist in determining the appropriate development and use of channels.
2. With the possibility of distributing control over content, it will be critical that portal style & content guidelines are created to ensure a consistent look and feel throughout the portal.  Use of techniques such as the consistent use of style sheets and skins will make it easier to refresh the portal from time to time and keep the look and feel more current.  A sample style guideline (myUT_portal_style_guidelines.pdf) and content guidelines (myUT_content_guidelines.pdf) are included in the follow-up materials.
3. Identify key departmental staff to be trained in and manage announcement functionality in the portal. Plan to have these Subject Matter Experts (SME) attend the Targeted Announcement Administration module (Afternoon of Day One) Content Administrator Training workshop. Develop policies/guidelines to assist in determining the appropriate development and use of announcements.

4. For the initial deployment, Channel Administrators should develop channels presenting easy-to-incorporate content from existing Foothill – De Anza Community College District sources as much as possible. Web pages that provide access to forms, class schedules, the directory, curriculum information, student resources, and departmental information are examples of data already presented in a web environment.  Content from the existing web portal should be integrated in to the new portal.  The term integrated can mean many things when referring to portal content.  Some content may be included as a hyperlink that will direct users to the log in page of the external application.  The next level of integration would involve the creation of a single-sign-on link or inline frame channel.  For some applications or resources, it may be beneficial to ‘portalize’ the external application by creating a web-proxy based front end to the application.  
5. Channel Administrators should also develop channels presenting content from external (non- Foothill – De Anza Community College District) sources to complement district services and information. Examples could include local community, government, transportation, entertainment, news and weather. The availability of a number of channels of this type, along with invitations for end-users to suggest additional channelized content, can build user recognition of the portal’s unique features and enhance buy-in across the institution.

6. Prioritize web content to be repackaged or channelized in the portal.  Package “bundles” of channels to be deployed with key functional processes (e.g., with the deployment of the Bannertm Finance channels, include channels with news feeds from major financial publications, etc.).  This will increase the number of user-relevant channels over time. 

7. During content planning and development exercises, avoid grouping information based on administrative silos.  The Luministm Portal will provide the institution with a unique opportunity to re-organize information in ways that are more intuitive to Students, Faculty and Staff, rather than presenting content according to existing organizational charts and structures, which may not be completely understood by certain constituents.

8. Create a portal directory of related information and a search feature to allow end-users to locate information in the portal more easily.

9. For the life of the Luministm Portal, a content review and approval process should be created to ensure all portal content is appropriate and delivered in acceptable/usable formats. The organizational team’s content planning committee should provide guidelines and processes to content owners and administrators, and then review and approve all content prior to its release into the live portal. Remember to consider all applicable ADA guidelines and regulations as a part of this review process. It may be beneficial to designate specific ADA compliance experts to coordinate this process.

10. Evaluate the need to change the current public website’s content and purpose. Once the Luministm Platform is being utilized, current content on the public website may move completely into the portal. The purpose of the public website may change to be more of a “marketing” tool, rather than an all-inclusive information tool. As such, consideration should be given to how the Luministm portal will impact the public website.
	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. Productivity
The following section summarizes the findings of the institution’s current Productivity and provides related recommendations for the Luministm Platform implementation project.
6.1. Summary of Findings
There are a number of important online applications, services and informational resources utilized throughout the district which should be considered when planning content for the Luministm Platform. Most of these critical internal or institutionally-controlled resources are accessed through the existing portal.  These include, but are not limited to:
· ETUDES (Foothill)
· Current Oracle Portal

· Reporting
· Timecards

· SARS

· SIRSI

· Computer Lab Printers

· Counseling Forms

· Meeting Maker

· Schedule of Classes

· Public Calendar (De Anza)

· Catalyst (De Anza)

· Directory

· Work Orders

· Order room keys

· Tech Help

· Library Resources (EZ Proxy)

· Counseling Intranet
· People Admin
Critical external resources include, but are not limited to:

· Foundation Web Site
· Online Giving

· Eureka Career Center

· Placement Testing

· Transcripts

· Parking Permit System

· Theater Ticket System

· HR Benefits

· Career Builder

· Assist.org

· College Transfer Site

· FAFSA

· Office Depot

· CCCApply

· Government Sites (CA & Federal)

· Enable Math

· iTunes U.

Many focus group participants viewed the Single Sign-On (SSO) access possibilities through the portal to other applications, services and resources as an important benefit. The Technical Project Team has already begun identifying all of the applications and systems in use on campus, and they should be prioritizing those applications and systems for SSO access and the best time to integrate them with the portal. Systems such as Bannertm, E-mail, Catalyst, ETUDES and other critical systems should be considered first for the initial Go-Live launch, then other less critical system could be integrated in future phases.

Many institutional forms (e.g. HR, Finance, etc.) are accessible via the web, requiring end-users to download and/or print these forms, then complete them manually and send them by mail or deliver them to an office. Most participants expressed the desire to have these forms available to be submitted, processed and tracked on-line. While it is understood that much form processing will not be available until the Bannertm workflow system is implemented, there was a strong desire to determine if there is a feasible way to eventually include them in The Luminis Platformtm.

6.2. Recommendations

The following recommendations should be reviewed carefully for appropriateness, relevance and priority to the Luministm Platform implementation project:

1. Prioritize web-based systems for development of Single Sign-On. Criteria for top-priority systems may include (among other things) number of users, frequency or criticality of usage, and ease of integration.  Initially, there may be no need for SSO to anything other than ETUDES, Catalyst, Bannertm and web based E-mail, leaving other systems that require authentication to be implemented in future phases, which will add to the ability to keep The Luministm Platform dynamic, continuously changing and adding to the content available to end-users.

2. Create channels with links to other commonly used web-based resources, even if additional authentication is initially required.  By studying the usage of these channels and links, decisions can be made about which external sites should be targeted for future integration to achieve SSO.

3. Find ways to automate processes online in the portal that will not be addressed by other impending solutions and currently require completing an application or form. Rather than just offering these applications/forms to be printed online, but then manually submitted and processed, review existing technical expertise/solutions to fully automate as many processes as possible in the portal. This should include information, submission, status-checking and notifications about the respective process, existing as channelized content, which will reduce staff workloads, improve customer service, and help drive campus constituents to The Luministm Platform.
4. Some seemingly critical institutional information seems to be difficult to locate or unavailable currently on-line, and should be further evaluated and developed for The Luministm Platform, including, but not limited to: Campus Maps, Academic Info, Student Handbooks, and certain forms.
7. Communication

The following section summarizes the findings of the institution’s current Communication and provides related recommendations for the Luministm Platform implementation project.

7.1. Findings

Primary communications take the form of e-mail, meeting maker, and face-to-face announcements.  Some constituencies also make use of an email tool in the current portal that allows faculty/staff to email students (using the students personal email account) and the Lyris list serve.  Some general information is posted on the public web site.  E-mail is thought to be the most used formed of communication, and can have a high-degree of effectiveness for Faculty, Staff, and Students, several participants complained about an abundance of internal spam.    

The use of Luministm Targeted Announcements was seen as a possible improvement over some of the existing methods of communication.  Diverting some of the current use of e-mail to Luministm Campus and Personal Announcements would be easy to make, and result in the following benefits:

· More specific targeted communications.

· Targeted groups could be systematically maintained, rather than manually.

However, there may be a concern that all of the new types of communication that will be available through the portal may lead to information overload and proliferate internal spam.  The Luministm organizational team should begin the process of analyzing the current communication mediums and messages used throughout the institution.  The organizational team should then begin establishing clear communication policy to determine which medium is appropriate for each message.    

Participants of the focus groups felt that the Luministm Platform implementation information must be communicated as early and as frequently as possible.

7.2. Recommendations

The following recommendations should be reviewed carefully for appropriateness, relevance and priority to the Luministm Platform implementation project:

1. The Luministm Platform should be promoted as the primary means of communication for all Foothill – De Anza Community College District constituents, coming in the form of channels, announcements, e-mail and Group studio homepages. A clearly defined communication plan should be developed and shared with all constituents, ensuring Students understand their responsibility to utilize the Luministm Platform to get all official district information and communication, while Staff and Faculty need to understand the importance of utilizing only the portal to deliver official district information and communication. Once students have been given official ‘District’ provided email addresses, accepting and communicating through external or non-institutional mediums (e.g. external e-mail accounts, like Yahoo, AOL, G-Mail, etc.) should be eliminated or utilized only as a last resort.

2. User accounts should be created for all Students, Staff and Faculty upon the appropriate launch date, including access to e-mail and other critical portal functionality, content and services. Additionally, other campus constituents (prospective students, alumni, parents, employers, advisory groups, etc.) should be given access to the portal in future phases with role-specific targeted content. Opening up the Luministm Platform, bringing as many people to the portal to learn more about and conduct business with Foothill – De Anza Community College District, will have the benefit of increasing enrollment, retention, donations, and improve the district’s visibility.

3. For Students, determine when a portal account should be created and students will be allowed access to the portal (e.g. prospective student, applicant, registered student, etc.). A similar process should be determined for Staff and Faculty as they are hired and when they leave the district. Communicate this process early and often to all stakeholders.

4. Students, Staff and Faculty without regular access to computers should be provided with a common computer or kiosk.  Because the Luministm Platform requires authentication and is web-based, sharing computer resources should not be an issue for use of the portal.

5. Adopting a strategy of using the Luministm Platform Campus and Personal Announcements, whenever possible, should improve and streamline communication with Faculty, Staff, and Students. A procedure for submitting announcement content for review, approval and posting will need to be developed, so as not to create a significant bottleneck. In addition to specific guidelines for Targeted Announcements, identify appropriate staff to be Announcement Administrators, representing all major areas of the district, and provide each Administrator with thorough training in Luministm Platform functionality and district communication guidelines/processes. 

6. Some forms of communication may be delivered as role-specific targeted content in portal channels. For example, publications (e.g. The Heights, Foothill Fusion, departmental newsletters, etc.) could be offered as a RSS (news feed) channels, with summary headlines and sections that could be delivered to end-users as subscription channels (opt-in or opt-out). Overall, the district should be looking at ways that the Luministm Platform can deliver more communication electronically, while reducing the need (and costs!) for e-mail and printed media, albeit this may be a process that takes a while to implement. This change in business practice would represent a shift for many users, requiring significant training and a conscientious change of habits until users become accustomed to looking for such messages in the portal rather than in their email mailboxes, but in the long term it should lead to more efficient communication utilizing the most appropriate medium for each type of message.
7. Group Studio functionality should be adopted as more than just an online collaboration place for student groups/organizations. Departments, committees and other faculty/staff groups should be encouraged to communicate using Group homepage features. This is especially true for all members of the Organizational Team.

8. Provide a means for anyone to obtain a portal account, even if the content is limited, from the portal login page. These guest/demo accounts can be a stepping stone in driving interest about Foothill – De Anza Community College District, but due to timeframe and other organizational issues, may be more appropriately developed post Go-Live.

8. Training

The following section summarizes the findings of the institution’s current Training and provides related recommendations for the Luministm Platform implementation project.

8.1. Findings

Training a diverse population will require offering training in a multiple formats.  Some users indicated they would be more likely to prefer learning much of the Luministm Platform functionality through computer based training, while the majority of users would prefer a more hands on approach.  However, these preferences must be weighed against the training resources available as well as the roll-out timeline.  Both colleges mentioned that they lacked sufficient dedicated trainers, so non-traditional trainers will need to be selected and properly trained prior to the portal go-live.  The district must start to plan a training and support network to be available prior to the deployment of the portal.

Preferred training methods sited by participants included:

· Demonstrations at Student, Faculty and Staff orientation sessions

· Hands-on training classes, limited in size

· Targeted training appropriate to audience

· Key Staff serving as Power Users

· Online and printed training materials being readily available

· Short video clips refreshers for specific tasks

8.2. Recommendations

The following recommendations should be reviewed carefully for appropriateness, relevance and priority to the Luministm Platform implementation project:

1. Utilize existing training resources to help develop, execute and manage all training activities. Subject Matter Experts should be identified to assist with training.

2. Foothill – De Anza Community College District must plan a support network that includes mentors and “Power Users” outside of the traditional Help Desk area, to be available when the portal is deployed.  Easy access to technical support materials and resources within the portal will be a critical element of success of the project.

3. Plan to provide access to a test or live environment for faculty and staff so as to allow ample practice after training.  

4. Plan training with the expectation that (1) Faculty and Staff will show a wide range of learning styles and comfort levels with technology, requiring a variety of training methods and opportunities; (2) Students will need to be provided some instruction, and (3) Students will judge the portal based on the content contributions of Faculty and Staff.

5. Establish and publicize extensive lines of communication allowing each stakeholder group to be kept up-to-date on the project and to have input to project-related decisions.

6. Establish and communicate clearly how project decisions will be made and what entities or individuals will have authority to make which decisions.

7. Offer a variety of training opportunities through-out the initial and all future phases of the project: hands-on/instructor-led, quick demo’s, online tutorials & computer basted training (CBT) and printed materials.

9. Readiness for Rollout

The following section summarizes the findings of the institution’s current Readiness for Rollout and provides related recommendations for the Luministm Platform implementation project.

9.1. Findings

Participant’s willingness to accept the Luminis Platformtm (and the changes in business processes that would accompany the deployment of the portal) seemed fairly high, which should allow the institution to position the project for a successful roll-out. The overriding question for all constituents seemed to revolve around finding the comprehensive value, mainly “What’s in it for me?”  Demonstrating a real value (e.g. easy access to information, single sign-on, targeted content, end-user customization, etc.) will be crucial to win the complete approval of faculty and staff.

Critical Success Factors

Each group was asked to identify critical success factors, from their perspective, for the Luministm Project implementation.  Common themes are listed below:

· As much Single Sign On as possible

· Timing of Roll Out

· Follow Up Training

· Continuous Communication

· Compelling Content

· Train ‘Super Users’ in each department that can offer first level support

· Just in time training

· Easy-to-use/User-friendly/Attractive Interface

· Access All Work Related Resources Through Portal

· Offer High Level of  Customization

· Seamless Transition Between Resources

· Deliver Value (Convenience) From Day 1

Most participants felt that the portal should be presented as the primary, or only way to access e-mail, calendars, Bannertm and other critical information/services. 

Many issues surrounding organizational readiness for any new technology, as well as any new business process, are beyond the scope of the Luministm Platform, but they may be addressed through the Luministm Organizational Services that will support The Luminis Platformtm implementation. The communication, training, and organizational readiness plans that will be developed during the Organizational Planning workshop; the content plan developed during the Content Planning workshop; and the transfer of knowledge that results from training workshops (e.g. Content Administrator Training, System Admin, etc.); all will contribute to the successful preparation of Foothill – De Anza Community College District and its stakeholders for use of the portal.

9.2. Recommendations

The following recommendations should be reviewed carefully for appropriateness, relevance and priority to the Luministm Platform implementation project:

1. Continue conducting information gathering sessions (interviews, focus groups, surveys, etc.) to further define user requirements, perceptions and attitudes towards the Luministm Platform throughout the planning, testing, and live phases of the project. 

2. The Organizational Team should consider creating specialized committees or sub/work-groups to be responsible for key areas, such as content, ADA compliance, content development, communication, marketing, and training. It is important that these teams work closely with the organizational team and communicate clearly, to the entire community regarding the developmental phases, priorities, and roadmaps so that user expectations will be appropriately managed, and a sense of system-wide involvement is generated.

3. Establish and publicize extensive lines of communication allowing each stakeholder group to be kept up-to-date on the project and to have input to project-related decisions.

4. Establish and communicate clearly how project decisions will be made and what entities or individuals will have authority to make which decisions.

5. Conduct a portal pilot using key people throughout the campus that will serve as promoters and advocates of the Luministm Platform.  Provide adequate training, as well as a means for them to provide feedback and suggestions for those developing content. 

6. Conduct usability testing as a continuous process for updating and refining the portal. Whether formal or informal, usability testing can provide invaluable insight into end-user needs and design issues. With limited resources, usability testing can still be conducted with a computer, a participant and a coordinator taking notes. Recording usability testing sessions is helpful to allow other Project Team members to view the results, but not necessary.

7. Identify key Student groups and highly-visible Faculty/Staff committees, and create portal groups to support their collaboration needs. 

8. Plan for a major promotional event to provide a “grand opening” for the Luministm Platform.  Coordinate this with well-known and attended events, such as new student orientation, registration, faculty or staff retreats, etc where the benefits of the Luministm Platform can be clearly demonstrated.  Previous successful portal implementations have used “kiosk” style workstations with trained tutors to assist end-users, in a large, open area (e.g. auditorium, lecture hall, student center, etc.) to promote the launch of the portal. This concept was also echoed by various participants.

9. Communicate and celebrate all successes, regardless of how critical or minor. Focus more on incentives than punitive measures to ensure the Luministm Platform adoption and acceptance.

10. Global Recommendations

The following are global recommendations that pertain to multiple areas covered throughout this document or are just general in nature:

10.1. Policies and Guidelines
Because the Luministm Platform is designed to distribute various Content Administration responsibilities and has minimal constraints built into it (e.g., with regard to how content is managed by those who have been granted access to the content administration utilities), it remains the responsibility of the organizational team to establish appropriate limits and processes by which standards are maintained. Ideally, these limits and processes are identified and developed proactively and communicated as policies or guidelines. SunGard Higher Education Luministm Services organizational consultants will address the topic of these policies throughout the activities and workshops conducted, but it is recommended some review of existing standards for applicability within the Portal start as soon as possible. Terms, such as “policy” or “guideline” may create a sense that they will require approval from governmental or legal areas.  The organizational team should take care to use the terms carefully, in ways that do not necessitate a formal review and approval process when one is not needed.

10.2. Network with existing Luministm Platform Institutions
While SunGard Higher Education Luministm Services consultants have extensive knowledge in implementing the Luministm Platform, it is highly recommended that the Project Team work with other institutions that have already implemented their Portal, for more advanced and higher education specific information on what does and does not work well for higher education Portals. The following resources should be a starting point for networking with other institutions:

· Luministm Platform Listserv
http://lists.sungardhe.com/lumplatform.html 

· Luministm Platform Technical Listserv
http://lists.sungardhe.com/lumtech.html 

· Luministm Developer’s Network
http://www.lumdev.net 

· JA-SIG uPortal
http://www.uportal.org  

10.3. Utilize the SunGard Higher Education Customer Support Center resources.
When a SunGard Higher Education Luministm Services consultant is not on-site or readily available, utilize the following SunGard Higher Education’s Customer Support resources to obtain needed information:

· On-line: https://connect.sungardhe.com 

· Telephone: 800-223-7036
· E-mail: customersupport@sungardhe.com
Designate and allow only key Project Team members and other critical Staff to create accounts at the Customer Support Center web site and ensure the general constituent base uses your own institutional support resources for assistance.

11. Acronyms

	Acronym
	Description

	CAT
	Content Administrator Training workshop

	CO
	Project Close-out

	CP
	Content Planning workshop

	KO
	Project Kick-Off workshop

	LP
	Luministm Platform

	OIG
	Organizational Information Gathering workshop

	OP
	Organizational Planning workshop

	PC
	Product Certification workshop

	PRR
	Production Readiness Review workshop

	SunGardHE
	SunGard Higher Education

	FHDA
	Foothill – De Anza Community College District
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