[image: ]  				Major IT Project/Procurement Request

DIVISION OF TECHNOLOGY & COMMUNICATION (T&C)	MAJOR PROJECT/PROCUREMENT BUSINESS CASE
[bookmark: h.wb1cle4e8rvd]
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
[bookmark: h.4i5yxyqj3ont]Step 1. About this Request
	What is this project?
	Request Date
	Requester Name

	New systems and processes are needed for handling online charitable donations and event payments on the CI Foundation website. 

	March 25, 2016
	Chris Abe


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

	Currently, online donations and online payments for events are handled using a “handoff” from the CI website to the Foundation Paypal account involving a Wufoo form.  The current process requires donors to enter information first into the Wufoo form and then into the Paypal portal.  An alternative process is desired, preferably integrating with the CI Cashnet system.  In addition, capability for handling recurring credit card gifts is needed.  Benefits include increased charitable donations and improved online donor experience.  

One technology example was provided in December by an alumni who gives to Foodshare.  The provider is MobileCause and an example of a site driven by their technology can be found at http://www.foodshare.com/donatenow/

	The current process is working.  However, past discussions between IT and Advancement staff have led to an agreement to move away from using the Foundation Paypal account, towards using Cashnet.  At this point, there is uncertainty whether Cashnet will work adequately for handling online gift processing and recurring gifts.


Step 2. Personnel Involved
	Sponsoring Division


	University Advancement
	Primary Contact

	Chris Abe

	[bookmark: h.30j0zll]Sponsor Name


	Chris Abe
	Stakeholders


	[bookmark: _GoBack]University Advancement, IT, Finance

	Go-Live Authority


	Nichole Ipach
	
	



Step 3. High-Level Timeline 
	Proposed Start Date
	TBD

	Proposed Launch/Go-Live Date
	TBD Enter desired launch/go live date

	List any hard deadline(s) or key milestones
	Enter dates and descriptions, or “None” if all deadlines are flexible



Step 4. Budget 
	Is there budget/funding already allocated to this project or procurement in the current fiscal year?
	Advancement currently allocates funding to pay for online credit card processing.  Depending on the cost for the solution, additional funding may be required.

	Is this a grant-funded project or procurement? 
	No

	Total estimated one-time cost
	TBD

	Total estimated permanent cost (maintenance, support, etc.)
	TBD

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



[bookmark: h.16k4ysixvfn8][bookmark: h.y5vib7rqmsrr]
[bookmark: h.ts1c7rxykmfz]


[bookmark: h.6tk21cj2vn06]
[bookmark: h.jz98a8cs7qsz][bookmark: h.2xrqur2yt7p0]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 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
	 

	1.3 Provide support for student persistence toward degree completion and opportunity for timely graduation
	 

	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
	 

	3.1 Build infrastructure capacity
	Online giving has increased dramatically in recent years, hand-in-hand with increased consumer familiarity with online banking and shopping.  In order to keep pace with consumer trends, it is important that CI develop and maintain a robust infrastructure for online donations and event purchases.

	3.2 Leverage the use of technology
	Online giving should be as easy as possible for end users and to minimize back-end processing inefficiencies (e.g., entering the same data into two systems).  The current process, which is dependent on Paypal and Wufoo, is fairly cumbersome and not always smooth to the end user.  There are products and technologies that could improve online gift processing, including some which may not have existed at the time the current process was developed and implemented.  A technology review and assessment of this revenue mechanism is warranted at this time.

	3.3 Seek, cultivate, and steward resources both public and private
	By providing a more effective online donation process and systems, we better serve the mission of the CI Foundation to maximize giving to the University.  In addition, developing better linkages with the University’s Cashnet system is in keeping with the wishes of Finance.

	3.4 Implement collaborative planning and accountability processes
	Having a joint project between Advancement, IT, and Finance in this will greatly improve our chances for success in this critical area, which deals with and sensitive consumer information.



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?
	 No
	 

	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
	Correct handling of online credit card payments is very important, given the sensitive nature of the information being handled.  

	Is this required to fulfill the core functions of the requesting unit or division?
	Yes
	The CI Foundation website and online giving platform is critical for donors who prefer to give online.  Many of our key constituents such as alumni do not give by check or cash.  Also, events such as our recent Chris Botti concert, reach out to people who are not familiar with CI.  It is critical that the University present an excellent customer experience to these prospective supporters.  Finally, many donors have asked for the ability to make recurring credit card payments to the CI Foundation.



[bookmark: h.6k2gghlm19i1]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:

	Compare the number of donor gifts and event purchase made online, before and after implementation of a new payment system.

Determine the impact of recurring gift payments on the amount of charitable contributions made to the CI Foundation.  



END OF SECTION 1

SECTION 2: TO BE COMPLETED BY T&C, IN CONJUNCTION WITH DPC, REQUESTOR & SPONSOR 
[bookmark: h.yudmiaa4e8pf]IT Analysis
	Is this a chargeback project? 
	Enter Yes/No

	Is this already an active project in TeamDynamix?
	Enter Yes/No

	Please select ONE of the following 3 project types: 
New product/service
Upgrade/enhancement
Research/discovery
	Enter ONE of the three options at left



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
	

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

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

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

	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
	

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

	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
	

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

	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
	

	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
	

	
	
	
	Minimum score: 20
Median score: 50
Maximum score: 80
	ENTER SUM OF SCORES
	0



	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. 

	Deliverables 
(what will be created/provided?)
	Enter high-level information about major tangible items to be created/provided.

	List all affected systems or services.
	Enter the systems or services here.

	List all affected groups or organizations
	Example: all students, employees only, T&C staff only, ASG staff only, Academic Advising, Student Affairs, OPC, etc. List number of persons affected, if applicable.



[bookmark: h.9hwjw0ctbist]IT Strategic Initiatives Supported: 
What IT Strategic Plan Initiatives are supported by this request? Mark an X next to each initiative supported.

	 
	The Connected Campus
	
	Communication & Collaboration

	 
	The “Paper-Less” Campus
	
	Service Lifecycle Management

	 
	The Secure Campus
	
	Infrastructure Development

	 
	The Data-Driven Campus
	
	Continuous Operations Improvement

	 
	Enabling Teaching and Learning Innovation
	
	



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

	Name of T&C manager who is responsible for this project 
	T&C manager or staff who will lead the project, if different from #1. 
	List all participating T&C staff members.


[bookmark: h.x09qbukodnk][bookmark: h.byvu4u9se5tz]
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.  

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

	EST. HOURS:
	0
	0
	0
	0
	0
	0
	0

	DETAIL:
	
	
	
	
	
	
	



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

	EST. HOURS:
	100
	25
	5
	5
	30
	2
	10

	DETAIL:
	Kelly Macias: 20
Angela Stockmon: 80
	Herb Aquino: 5
Peter Scamardo: 20
	Neal Fisch: 5
	Carlos Miranda: 5

	Peter Mosinskis: 10
Melissa Bergem: 20
	Jill Leafstedt: 2
	Daniel Martinez: 10



T&C Comments: 







END OF SECTION 2
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