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DIVISION OF TECHNOLOGY & COMMUNICATION (T&C)	MAJOR PROJECT/PROCUREMENT BUSINESS CASE

Forms (with Section 1 completed) are due to your Division Project Coordinator by March 25, 2016 at 5PM.
SECTION 1. TO BE COMPLETED BY THE REQUESTOR & SPONSOR
Step 1. About this Request
	What is this project?
	Request Date
	Requester Name

	Blackboard Analytics for Student Management
	3/25/2016
	Michael Berman


	Why is this project or procurement being requested? 
	What are the alternatives?

	This is a hosted solution for an analytics reporting strategy bringing together Institutional Effectiveness and information technology resources with partners in Academic Student, and Finance. Solution provides out-of-the-box automated reporting and ad-hoc analysis reporting  
•	Upfront there should be minimal work effort for Application Services.  May need additional configuration with modified data/reporting.  
•	Blackboard will need access granted to database (Neal) 
•	Looking to review final PO for BB Consultant contract information to include hours, expectations, timelines, etc.
•	Start planning for Kick Off, Communications and working with Vendor/Consulting on expectations, timelines and deliverables.
•	This is a high priority project with high visibility.
	Continue to provide ad hoc reporting as resources are available. This alternative approach introduces high risk regarding reporting compliance and strategic alignment. 


Step 2. Personnel Involved
	Sponsoring Division
	Technology and Communication
	Primary Contact
	Michael Berman

	Sponsor Name
	Michael Berman
	Stakeholders
	Ana Duran, Ginger Reyes, Joseph Dobzynski, Michael Bourgeois, Nasser Mansour, Neal Fisch	

	Go-Live Authority
	Michael Berman
	
	



Step 3. High-Level Timeline 
	Proposed Start Date
	9/14/2014

	Proposed Launch/Go-Live Date
	7/1/2016

	List any hard deadline(s) or key milestones
	None



Step 4. Budget 
	Is there budget/funding already allocated to this project or procurement in the current fiscal year?
	Yes

	Is this a grant-funded project or procurement? 
	No

	Total estimated one-time cost
	$42,875 

	Total estimated permanent cost (maintenance, support, etc.)
	$42,875 annual cost

	Which division(s) will provide funding for ongoing maintenance and support of the product, service or system resulting from this procurement?
	Technology and Communication




Step 5. 2015-2020 Strategic Priorities Supported
Please provide a brief (1-2 sentence) narrative about how this request supports at least one of the Strategic Priorities in the CI 2015-2020 plan

Strategic Priorities:
OLD-1.2 Support student persistence toward degree, OLD-1.3 Graduate students in a timely manner, OLD-3.2 Expand operations and infrastructure to  accommodate projected student enrollment growth  and achieve our academic master plan, OLD-3.4 Leverage technology for quality instruction, student  support, and University operations,

	Strategic Priority
	Short Narrative

	1.1 Provide University access to students who bring diverse perspectives
	 

	1.2 Provide a mission-driven education that prepares students for individual success as they become contributing members of society
	 Accurate, timely reporting provides data which drives strategic planning and resource allocation in support of University goals

	1.3 Provide support for student persistence toward degree completion and opportunity for timely graduation
	 Accurate, timely reporting provides data which drives strategic planning and resource allocation in support of University goals

	2.1 Hire and support high quality faculty and staff who are committed to the mission of the University
	 

	2.2 Infuse integrative approaches, community engagement, multicultural learning, and international perspectives into all aspects of learning
	 

	2.3 Engage undergraduate and graduate students in research and creative activities
	 Accurate, timely reporting provides data which drives strategic planning and resource allocation in support of University goals

	3.1 Build infrastructure capacity
	 Accurate, timely reporting provides data which drives strategic planning and resource allocation in support of University goals. Self-service reporting facilitates this process.

	3.2 Leverage the use of technology
	 Accurate, timely reporting provides data which drives strategic planning and resource allocation in support of University goals. Self-service reporting facilitates this process.

	3.3 Seek, cultivate, and steward resources both public and private
	 

	3.4 Implement collaborative planning and accountability processes
	 



Step 6. Criticality - please answer these questions about the criticality of this request
	Criteria
	Yes/No
	Explanation

	Is this required or mandated by the President or the Chancellor’s Office?
	 No
	 

	Is sensitive or confidential CI data being compromised, or is at risk of being compromised at a level that is higher than the university is willing to accept?
	 No
	 

	Is CI out of compliance, or at risk of being out of compliance at a level that is higher than the university is willing to accept?
	 Yes
	 Without accurate, efficient reporting, the University faces increased risk from strategic misalignment, lack of accurate capacity planning, and incorrect reporting to the Chancellor’s Office

	Is this a warranted maintenance upgrade for an already established system?                 	
	 No
	 

	Is this a system that delivers a more robust overall platform to support expansion of IT systems, services, or technologies?
	Yes
	 BB Analytics provides core infrastructure which enable more efficient, self-service reporting of institutional data

	Is this required to fulfill the core functions of the requesting unit or division?
	Yes
	Ability to provide accurate, efficient institutional reporting is a core function of Institutional effectiveness



Step 7. How will the success of the project be measured?
	List at least 1 metric which will be used to determine the success of the project:
Enter one or more hard or soft success metric(s) here. Hard metrics are specific:  save specific dollar amount, increase use by X, reduce waste by X%, etc. Soft metrics are broad: save money, improve customer satisfaction, improve productivity, etc.
	We want all data used for institutional research identified, acquired, validated, coded and integrated into a centralized data warehouse.  We want a data acquisition, access and governance structure that can be supported by our own staff.  Over the next few years, we will have provided student success dashboards and an integrated data request system to manage all institutional research reporting.  We will know we are successful when campus departments come to the Institutional Effectiveness Office for all institutional research data needs and when IE confidently supplies accurate data and information to support decision-making, policy development, accountability metrics, and measures of student success that support departmental goals, grants and external reporting needs.








END OF SECTION 1

SECTION 2: TO BE COMPLETED BY T&C, IN CONJUNCTION WITH DPC, REQUESTOR & SPONSOR 
IT Analysis
	Is this a chargeback project? 
	No

	Is this already an active project in TeamDynamix?
	Yes

	Please select ONE of the following 3 project types: 
New product/service
Upgrade/enhancement
Research/discovery
	New product/service



In the scoring rubric below, enter the score in each row, and add all scores in “Total” cell. PLEASE NOTE: the total score calculated in this rubric will not be used as a critical factor in selecting and approving requests. Individual scores for each risk indicator may be used to guide discussion regarding categorization and prioritization of requests.    
	Project Risk Indicator
	Low 
(2 points)
	Medium
(3 point)
	High
(5 points)
	Very High
(8 points)
	Score

	Estimated work hours 
	30 - 100
	101 - 200
	201 - 300
	More than 300
	8

	Estimated work duration 
	< 2 months
	2-6 months
	6-12 months
	> 12 months
	5

	Total team size (# of persons, inside & outside of T&C)
	1-4
	5-9
	10-14
	15 or more
	5

	# of cross-functional workgroups/teams involved (Inside & outside T&C)
	1-2
	3-4
	5-6
	7 or more
	8

	Technology and/or business process
	In-house expertise; already in widespread use
	Familiar; already in limited use, may require limited changes 
	New to campus; requires significant changes to existing processes
	New to campus; requires new business process altogether
	8

	Complexity
	Solution is well defined; no problems expected
	Solution is known; some problems expected
	More than 1 approach available
	Solution unknown or vaguely defined
	5

	CMS data requirements
	No involvement; CMS data already available to campus developers
	Campus developers able to extract data from CMS and add to other data sources
	CI Finance OR CI Records customization or data extraction
	CI Finance AND CI Records customization or data extraction
	8

	Urgency
	Important for one organization
	Urgent for one organization 
	Important for multiple organizations
	Urgent for entire campus
	8

	Cost
	Only costs staff time
	Staff time + 
up to $1,000 
(one-time)
	Staff time + 
< $5K (one-time) 
OR
<$5K (annually)
	Staff time +
> $5K (one-time) OR
> $5K (annually); 
 -OR-
Budget is unknown at this time
	8

	Impact / Priority
	Serves 1 department, optional to others; no impact to enterprise systems, and less than 10% of Univ. users
	Serves multiple organizations; impacts enterprise systems and/or more than 10% of Univ.  users
	Campus-wide impact; impacts enterprise systems
	System-wide impact; regulatory requirement
	8

	
	
	
	Minimum score: 20
Median score: 50
Maximum score: 80
	ENTER SUM OF SCORES
	71



	Requirements 
(what does it need to do, and what is needed to do it?)

Include a summary of the equipment, product, or services required to accomplish the project.

	Please see CI Docs:  Blackboard Analytics CI Docs Link


	Deliverables 
(what will be created/provided?)
Enter high-level information about major tangible items to be created/provided.
	1.	All data used for institutional research identified, acquired, validated, coded and integrated into a centralized data warehouse.  
2.	A data acquisition, access and governance structure that can be supported by our own staff.  
3.	Build a system tailored to our specific needs and in a way that is sustainable by our own technical staff.  
4.	Provide ongoing consulting services at a nominal annual fee that will be written into the Institutional Effectiveness annual budget.  
5.	An integrated data request system to manage all institutional research reporting. 
6.	The ability to be able to provide accurate data and information to support decision-making, policy development, accountability metrics, and measures of student success that support departmental goals, grants and external reporting needs.
7.	A project management framework that should ensure a successful and timely project.
8.	Coordination and leadership of focus group meetings, and a feedback report from key constituencies after focus group meetings.

	List all affected systems or services.
	PeopleSoft/CMS, SQL Server

	List all affected groups or organizations
	Institutional Effectiveness (IE/IR), T&C Infrastructure, Enrollment, Admissions, Applications Services, Web Applications



IT Strategic Initiatives Supported: 
What IT Strategic Plan Initiatives are supported by this request? Mark an X next to each initiative supported.

Initiatives Supported: Collaboration & Integration, Mobile Campus, Paper-Less Campus, Secure Campus, Targeted Operations Refinement, _Technology & Communication


	 X
	The Connected Campus
	
	Communication & Collaboration

	 X
	The “Paper-Less” Campus
	
	Service Lifecycle Management

	 X
	The Secure Campus
	X
	Infrastructure Development

	 X
	The Data-Driven Campus
	X
	Continuous Operations Improvement

	 
	Enabling Teaching and Learning Innovation
	
	



Assigned To: 
	T&C Supervising Manager
	T&C Project Lead
	T&C  Team

	Kelly Macias
	Kelly Macias
	Ana Duran, Andrea Lloyd, Joseph Dobzynski, Judy King, Kelly Macias, Michael Bourgeois, Nasser Mansour, Peter Mosinskis, Guy Timpanaro



Estimated Resource Allocations (IT staff & hours)
For each T&C group, estimate the total staff hours required, and provide a detailed breakdown by staff member in each functional area.  

Resources: Ana Duran, Andrea Lloyd, Joseph Dobzynski, Judy King, Kelly Macias, Michael Bourgeois, Nasser Mansour, Peter Mosinskis

	IT Group:
	Application Services
	Infrastructure
	Information Security
	User Services & Solution Center
	Project Mgmt
	Teaching & Learning Innovations
	Web Services

	EST. HOURS:
	100
	0
	0
	0
	60
	0
	0

	DETAIL:
	Nasser (100)
	
	
	
	Melissa (40)
Peter (20)
	
	



[bookmark: _GoBack]
T&C Comments: 

Status: 
Changed health from Green - On track to Red - At risk with no corrective actions.
This project was automatically moved to Red health because it had not been updated in 30 working days.


Estimated Hours: 325

Actual Hours Reported: 172.75






END OF SECTION 2
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