Project Charter (2009)
Program/ Course Weight Transition

Project Name:  Program/Course Weight Transition

NSCC Executive Sponsor:  Jamie Hilts

NSCC Project Sponsor:  Susan Nelson/ Patsy MacDonald
NSCC Project Manager:  Stephen Parsons


Academic policy establishing program structure including semester length, number and duration of courses was created to provide standards for program development and delivery.  As NSCC continues its development as a national-calibre college, new policies and structural considerations must be established to support program unbundling, alternate delivery and prior learning recognition. Diverse academic deliveries require new ways to describe and measure teaching and learning as follows:
· To determine the value recognized for semesters and associated hours per week for standard course deliveries.  
· To establish structure and terminology to describe course weight in the course catalogue and various communication media (i.e. the academic calendar, course outlines and program curriculum documents).
· To provide guidance for innovation and flexibility in alternate approaches to program and course delivery.

This project follows a process review and approval of the following recommendations submitted to senior academic management:

Recommendation I: That the College adopt the term “credits” in describing course weight within our programs and in all future course deliveries and documentation. 

Recommendation II: That the current catalogue be transitioned to whole integers for credits (no part-credits), using the transition schedule presented herein.

Specifically, the College’s objectives relative to this project are to:

a) transition course values for calendar and other communications from “Hours” to “Credits” based on values inserted in the PeopleSoft course catalogue
b) standardize credit course language to align with actual, potential and flexible semester length (e.g. 13-week semester at 4 hours/week delivery = 52 hours/semester)  
c) rationalize course credit values to support program flexibility, to provide guidelines for program structure, and to support related strategic directions.


This section addresses the constraints which govern our project.  This is to ensure that appropriate trade-offs are recognized and can be determined throughout the project life cycle.

Schedule:  The first project objective is to complete the project on time.  The current schedule seeks to achieve full application go-live for the Fall 2010 term and end the project on October 1, 2010. Interim milestones and go-live dates are included in the Work Breakdown Structure and Project Plan.
Cost/ level of effort:  The second project objective is to stay within _10_% of the estimated budget of $_140,000_ (estimated external costs above capacity) and estimated total resource allocation.  Expenses tracked will include the following:  human resources costs, travel and meeting expenses, communications costs, and end-user training costs.
Scope:  The third project objective is to stay within the scope.  All scope changes will go through an approval process involving the Project Manager and the project sponsor and, as required, the steering committee. Please refer to the following section on project scope.
Quality:  The fourth project objective is to meet users’ needs and deliver full functionality as defined in the Deliverables and End Conditions stated below. The end product should not degrade level of functionality of key systems impacted – and we would hope to improve systemic performance in many cases. Contingent on user satisfaction is the minimization of disruptive impact and the effective communication of transitional elements, effective in-progress training, and well tested procedures. Stakeholders should feel that in addition to receiving an effective end product, they have been fully consulted in project progress and their time and effort applied effectively to their tasks. 

The product objective is to upgrade all related functionality; meet users’ needs; and handle all transitional issues including training and documentation requirements.

	Phase
	Major Deliverable
	Description
	Responsibility

	Planning & Scoping
	Project Management
	Management of the project to specific timelines, budget, scope, and quality as much as possible.
	Project Manager

	
	Project Charter
	Describes the project, what will and will not be delivered, resources required, timeline, and overall approach.
	Project Manager & Project Sponsors

	
	Project Work Plan
	A detailed list of tasks, resources assigned and scheduled start and completion dates.
	Project Manager & Project sponsors

	
	Risk & Issues Log
	Describe project risks, impact and mitigation plans.  Track issues and decisions required.
	Project Manager

	Configuration & Testing
	PeopleSoft Conversion & Configuration Plan
	Create plan for converting to the new standards.  Extract test results of applied transition values for analysis into a reporting tool to identify exception handling and Schools revision.  Create plan for re-configuration.
	Project Team


	
	PeopleSoft Conversion & Configuration
	Executing the conversion plan.  Reconfiguring advisement rules, academic load rules, student records, My NSCC, student financials.
	Project Team

	
	Web Calendar Modifications
	Updated Web Calendar view for course values/ interface modifications to Credits instead of Units or Hours
	Project Team

	
	Curriculum Database Modifications
	Test script to adjust Curriculum Database, execute conversion
	Project Team

	
	Media Updates & Modifications
	To establish structure and terminology to describe course weight in the course catalogue and various communication media (i.e. the academic [print] calendar, course outlines and program curriculum documents).
	Project Team

	
	Test Strategy
	Describes the testing approach and processes to be used in the project.
	Project Team

	
	Test Scripts
	Describes the functionality to be tested and expected results.
	Project Team

	
	Test Results & Issue Resolution
	Documented Test Results
	Project Team

	Deployment & Quality Assurance
	Change Management Plan & Execution
	Training and communications.  End-User training guides updated.  Updated training materials and system documentation.  Identify all stakeholders, impacts, and timing of communications.  Communications and impact reports for other stakeholders (e.g. Scheduling, Statistics Canada, Student Loans)
	Project Sponsors

	
	Deployment Plan & Execution
	Plan and Schedule for system deployment.
	Project Team

	
	Post Implementation Support
	Monitoring feedback and resolving issues.
	Project Team

	
	Project Completion Report
	Document summary of project and lessons learned.  Team Satisfaction Review.
	Project Manager



This section details those potential activities, deliverables and objectives assumed within and outside of the project scope.
In Scope

1. Conversion of course weight from the standard of 1 unit = 60 hours to the new course weight model using the formula (shown below) effective for future terms and onwards.

2. Change the configuration in PeopleSoft that is associated with units.
3. Conversion of TLM Curriculum Database “units” field to match the converted PeopleSoft “units” field for each course.
4. Change the web calendar view to display units (as “credits”).
5. Adjust [external-facing] media to reflect new nomenclature

6. Academic Careers in scope
a. Courses in Regular Credit Programs
b. Unbundled, Continuing Education Credit Courses
c. Apprenticeship (Phase I)

Out of Scope

1. Conversion of historical records from previous terms to the new model.
2. Internal interfaces (P/S course management screens, advisement transcript and queries)

3. Review of academic level/load rules at the individual program level. (Only the existing level/load rules will be converted to the new model.)
4. Data cleanup: Existing data at the time of conversion will be migrated to the new model.  

a. Some cleanup is to be accomplished by the Curriculum Unit prior to project commencement, including inactivating old, unscheduled courses and consolidating courses outside the ranges shown in the transition model formula shown on page 6.
b. Issues relating to scheduling of components (discussion, lab etc.) 

5. Academic Careers out of scope

a. Non-credit/ application and interpretation of CEUs

b. Adult Learning Program

The project will be deemed to be complete when the business, product and project objectives have been met and when post-production support has ended (30 days after the go-live). Impact monitoring, report on implementation, and a team review will be conducted post go-live facilitating project evaluation and closure.

STAKEHOLDER MANAGEMENT

Effective and cohesive effort is anticipated amongst all partners in the project. Cooperation, communication, collegiality and collaboration are critical to the project’s success.

TRANSITION MANAGEMENT

The process must provide the end-user community with a smooth transition between the existing and the new nomenclature and values. Reliability, performance, and support and minimal disruptive impact on end users are key indicators for success.

COLLEGE LEADERSHIP

Strong leadership and senior management commitment is forthcoming from NSCC. Charter and project approvals will be communicated and documented in a timely fashion.

RESOURCES and EXPERTISE

Adequate project staffing and committed project resources with required skills and experience will be available to the project.

EMPOWERED TEAMS

Project Team, Steering Committee and other approval and advisory groups are empowered to make decisions on behalf of the organization.

COMMUNICATIONS

Effective communication will guide the organization through changes brought by the upgrade. Team members will actively communicate progress to impacted stakeholders and provide feedback, suggestions and alerts to the project team.

ISSUE RESOLUTION

Timely resolution to issues will be expected; likewise adherence to project issue and change escalation procedures. An issue log will be maintained on the project SharePoint site.

TEAMWORK

Accepting the responsibilities assigned to each individual and assisting others when needed will optimize teamwork effectiveness. MS-Project will be used to develop the Project Plan and Work Breakdown. Outlook and SharePoint tasks may be used to manage and track project tasks.

PROACTIVE TRAINING

Appropriate NSCC team members and other impacted stakeholders will be provided required information and training as the project progresses. Product and process documentation will be housed on the project SharePoint site.

1. This project will only target future terms (1108) and onwards.  Historical terms will not be converted.

2. The proposed transition model (now expanded to 8 credits) is loosely based on flexible semester lengths (13-15 weeks) multiplied by the hours normally scheduled per week for core classroom delivery to determine weight ranges. It is understood that courses delivered in alternate format may require more or less scheduled hours but an over-arching objective of this initiative is to move away from pure clock hours and to capture all appropriate delivery ranges.
	Delivery Range 
	Units

	Under 14 hours
	0

	14-25 hours
	1

	26-38 hours
	2

	39-51 hours
	3

	52-64 hours
	4

	65-77 hours
	5

	78-90 hours
	6

	91-105 hours
	7

	106+ hours
	8


3. There will be some exceptions to these standards.  For example, some programs need to be cleaned up as they are not following the current standard. A planned cleanup will precede project start. 
4. There will be no credit courses with more than 120 hours and no credit courses with less than 14 hours.  Some exceptions to this rule are anticipated.
5. Project authorization and format will be compliant with ISSC standards. Given that the total budget or resource allocation exceeds the stated threshold, it will be submitted via ISSC application.
6. Resources required for work plan tasks will be available as indicated in the Work Breakdown Structure.

7. The steering committee is composed of suitable representation of the College to identify all impacted stakeholders and degree of impact. 

Steering Committee

· Jamie Hilts

· Monica Foster
· Patsy MacDonald

· Stephen Parsons 
· Wilson Verge
Project Team members:

· Susan Nelson
· Patsy MacDonald

· Colleen Manual
· Stephen Parsons
· Functional Analyst, Student Administration Team (tbd)
· Technical Analyst, PS (tbd)

· PS Technical Lead (tbd)

· Penny MacKenzie

· Julia Brandwin-Glait
· Arlene Butt

· Shelly Kelly

· Donna Kennedy
· Maxine Pike
· Karla Wilms
· Erin McDonah

· Ad-hoc members will include representatives of marketing and communications, technical services and application testing groups (including functional analysts, calendar associates, scheduling, curriculum consultants, etc.)
Project Manager:
· Stephen Parsons – Academic Consultant, Curriculum Unit

1. Curriculum & Schools

2. PeopleSoft users

a. Student Administration (including Transcripts, advisement)

b. Student Finance
c. Scheduling
d. Students – self service

3. Faculty & Academic Chairs
4. Steering Committee & Sponsor(s)
5. Web and Print Calendar

6. Recruitment

7. Admissions
8. Project Team

9. Articulating Institutions

10. Funding Partners


	Name
	Project Impacts
	Approval

	Jamie Hilts
	Executive Sponsor
	

	Monica Foster
	Financial Systems
	

	Patsy MacDonald
	Student Services
	

	Susan Nelson
	Academic Services
	

	Stephen Parsons
	Project Management
	

	Wilson Verge
	Technical Services
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