EIS Implementation Project Organizational Plan – July 1, 2008

The EIS Implementation will be a complex process.  Success will require a solid organizational structure and clear processes for decision-making and communication to facilitate the implementation activities.  The following plan provides the architecture for these key success elements.
Decision Making Strategy:

The strategy includes a multi-tiered structure to facilitate decision-making at the lowest level within the project guidelines.

1.  Functional Teams


Meet as needed

2.  Core Committee


Meet weekly

3.  Executive Steering Committee
Meet monthly

4.  Chancellor’s Staff


Meet weekly

Committee Responsibilities
	Functional Teams
	Core Committee
	Executive Steering Committee

	Configure System
	Resolve configuration; identify where exceptions needed
	Establish, monitor and review adherence to project guidelines 

	Schedule activities and task personnel
	Resolve/integrate schedules to achieve milestones
	Monitor progress of schedule.  Remove road blocks

	Reengineer Process
	Resolve issues across teams
	Review for adherence to project guidelines.  Review and recommend process choices.

	Identify Backfill needs
	Review backfill requests
	Set guidelines for distribution of backfill; allocate discretionary reserve.

	Request customization (core code changes)
	Review for conflicts/issues across teams
	Review customization requests for need, financial impact, and technical impact.  Make recommendations for customizations

	State 3rd party system needs
	Review 3rd party requests
	Review and recommend adoption of 3rd party systems across district in accordance with guidelines


The Chancellor’s Staff sets overall project policies and guidelines for the District.  It reviews and monitors the progress of the EIS Project.  The Vice Chancellor of Technology has overall responsibility for the EIS Project.

Executive Steering Committee Members

Chair: 



Chien Shih

VP – Finance- 

Jeanine Hawk

VP – Student


Rose Myers/Don Dorsey

VP- Instruction- 

Duncan Graham

VC Business – 

Andy Dunn 

Director HR


Kim Chief Elk

Director of IT


Chien Shih
 

Faculty Senate President 
Anne Argyriou (FH)/Carolyn Holcroft-Burns (DA)






(will alternate)

Classified Senate Rep  
Sherri Mines

Student


TBD

Student


TBD

Project Manager

Kathy Kyne

Core Committee Members (Functional Team Leaders)

Finance


Hector Quinonez

Human Resources/Payroll
Kim Chief Elk


Financial Aid


Cindy Castillo

Student


Kathleen Moberg

Instructional Support

Duncan Graham/Gertrude Gregorio

Reports/Research

Bob Barr

Luminis


Jeanine Hawk/Drake Lewis

Technology


Joe Lampo/Tom Roza

Network


Sharon Luciw

EIS Project Manager

Kathy Kyne (chair)

Director IT


Chien Shih

Technical Proj Manager
Rob Bailey

Functional Work Teams

Data Migration Team

a. All team leaders

Finance Team

a. Budget

b. Accounts Payable

c. General Ledger

d. Purchasing

e. Facilities

f. Foundation

g. HR

h. Web Services

i. Facility

j. Payroll

k. Financial Aid

l. Student Accounting

m. Admissions and Records

HR/Payroll Team

a. Payroll

b. Benefits

c. Budget

d. Financial Aid

e. HR: hiring, personnel records, employment tracking

f. Diversity and Equity

Luminis Team

a. Campus/district webmasters/designers

b. Marketing

c. District Public Relations

d. Student Services and Financial Aid

e. Finance

f. Training/Video

g. Faculty

h. HR

Student-Admissions and Records

a. Student accounts

b. Admissions and Records

c. Degree Audit

d. Instruction

e. Counseling/Articulation/Matriculation

f. Assessment

g. Curriculum/Distance Learning

h. Continuing Education

i. Scheduling

j. Faculty

k. Students

l. Special programs:  DSS, EOPS, Athletes

m. International students

n. Bookstore

o. Institutional Research

p. Finance

Instructional Support

a.  Curriculum/catalog/schedule of classes

b.  Scheduling/staff assignment

c. Marketing

d. Facilities/Room Scheduling

e. HR

f. Faculty Load

g. Bookstore

Financial Aid

a. Financial aid

b. HR/Payroll

c. Student accounts/finance/cashiering

Reporting/Research

a. Institutional Research

b. Representatives from the core teams

c. Mandated reporting

d. Data standards/policies

e. Marketing/Public Information

Technology
a.  Access

b. Interconnection

c. Data Migration

d. Reporting (ODS)

e. Training

f. Third party integration

Network

a. Connectivity

b. Security

c. Desk top Support

d. Performance

e. Help Desk
Communication Strategy

The Communication Strategy will include the following:

1. The EIS Website will be used to post pertinent information about the project including the project plan, meeting notes, and documents. 

2. Chancellor’s Staff will be briefed of project progress by the Vice Chancellor of Technology at their regular meetings

3. District Senior Staff will be briefed of the project status at their regular meetings.

4. A “EIS Forum” will be held at both campuses (at least each quarter) to update the faculty and staff.

5. DA College Council and FH Roundtable will be briefed on project status at their regular meeting.

6. EIS Project Information will be distributed to the district via the ETS Newsletter.

7. Opening Day Banner Summit













