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I. Project Background
The UBC IT Intranet project is an outcome of the CCIS (Communication, Collaboration and Information Sharing) project that took place in the fall on 2010.   As a function of the CCIS initiative, the team achieved the following:

· Conducted an audit of current tools used for communication and collaboration
· Conducted surveys and focus groups to determine UBC IT staff and stakeholder group communication requirements
· Developed business and functional requirements for a corporate intranet
· Designed and tested an information architecture based on the requirements
· Recommended that Microsoft SharePoint 2010 be the technology platform
· Recommended that a communications framework, with clear communication channels and ownership be defined and established as part of the Communications strategy.
· Recommended that an appropriate governance plan and related policies be developed and implemented with active participation of a governance committee.
II. Project Purpose and Objectives

The purpose of this project is to improve productivity, and effectiveness of communication and collaboration within the UBC IT department.   This will consist of:
· Designing the SharePoint architecture and infrastructure that will support not only this deployment but any future deployments by other departments;

· Building a new corporate intranet, based on Microsoft SharePoint 2010, by April 30, from the wireframes and information architecture developed in the CCIS project;

· Designing a more engaging and interactive site through the use of effective graphic design and branding;

· Designing a communications framework that overhauls existing communications and channels, and support distributed authoring;

· Creating a governance committee;

· Developing and implementing an effective governance structure that supports a distributed content model and establishes clear ownership and policies; 

· Implementing a more effective search engine, with appropriate taxonomy;

· Identifying key content to be available at launch and for other content develop a content migration plan approved by the Governance committee.

III. Project Benefits
The project will deliver the following benefits: 

· Increased productivity through better organization and search tools enabling staff to locate information quickly and easily;

· Reducing information redundancy by creating a central content repository;

· Providing targeted and more effective communication through an overhaul of existing communication pieces and channels;

· Increased collaboration through the use of current tools such as blogs and wiki;

· Increased employee engagement through the use of leading edge social media tools, new branding and identity of the intranet.
Finally, planning for and providing an architecture that enables easy deployment of future SharePoint sites university-wide creates a value-added service which the department can then offer within the University.
IV. Project Scope

	This Project Includes:
	This Project Does Not Include:

	1) The building and launch of a corporate intranet:

1. Develop project charter and plan
2. Develop a communications and change management plan
3. Develop a new graphic branding and identity
4. Develop an architecture that supports the new site as well as lays the foundation for future sites deployed as part of a UBC IT service.
5. Build and test the site
6. Develop  content migration plan (with key content identified as part of the initial launch, other content migrated at a later date as per a detailed migration plan)
7. Develop  launch plan
8. Execute all comm., change, and launch plans
9. Develop Communications Framework:

a) Determine existing communication needs and delivery mechanisms 

b) Match messaging with new channels

c) Establish clear guidelines, standards, and ownership for both communication pieces and communication mediums
10. Governance Policy & Plan
a) Convene interim governance committee
b) Develop governance policy
c) Approval by SMT
d) Hand-off to final governance committee

11. Support & Sustainment

a)  Roles and responsibilities clearly defined

b) Production Turn-over document 
12.  All technical documentation developed

13.  Accepted by Help Desk
	1. Content migration (including Confluence content.)  Key content will be identified and made available at launch.  A detailed content migration plan will be developed and filed with the governance committee to manage post-launch.
2. Developing customized training materials (insufficient budget).




1. Deliverables

Project Charter & Plan

Architecture diagrams (UBC IT site and roadmap for foundation)

Technical documentation



Fully functioning and tested intranet site

Communications Framework



Governance Policy and Plan

Production Turn-Over document 

2. Assumptions 

1) SharePoint architecture developed by outside vendor;

2) Senior technical support outsourced to assist internal technical resources;

3) Selection of EAD for authentication;

4) Software licensing finalized (campus-wide agreement) within the Microsoft 90 day window;

5) Availability of content owners to migrate/redevelop content (for initial launch);

6) Availability of internal graphic designer to complete the graphic design and branding of the site;

7) Availability of sustainment resources (specifically SQL).

3. Dependencies
1) EAD project needs to be complete within UBC IT department .
V. Project Approach

The project team will build the new intranet site based on the requirements and the information architecture wireframes developed as part of first phase of the project.  As per the recommendations, a communications framework will be developed aligning communications with the new intranet channels.  Finally, a governance policy and plan will be developed and put into effect prior to launching the site.

To support this site and any future requests for SharePoint sites, the architecture will be designed and implemented to align with the existing UBC IT infrastructure.  This will be done utilizing an external vendor working with internal infrastructure resources.
As requested by the SMT, the site will be developed and populated with initial key content.  A content migration plan will be developed with the expectation that groups will be migrating content for several months post -launch according to an agreed upon plan.  

The project will be divided into three streams that will run concurrently:  

· Technical – focused on the foundation architecture and building out the site as per the wireframes; 

· Content – finalizing content, content ownership and channels, and preparing the content inventory and migration plan;

· Governance – developing and implementing the appropriate governance policy and plan.

Finally, the project will look to leverage team resources within the Med IT project that will be underway at the same time (kick-off is mid-February and launch is planned for October, 2011).

	UBC IT Intranet Site Build
	Jan
	Feb
 1 -4
	Feb 
7-11
	Feb 
14-18
	Feb 21-28
	Mar
 1-4
	Mar 
7-11
	Mar 14-18
	Mar 21-25
	Mar 28-31
	Apr 1-8
	Apr 
11-15
	Apr 
18-22
	Apr 
25-29

	Project planning 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Initial Change Management, Communication, Training and Launch Planning
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Branding, identity & graphic design
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Architecture planning and roadmap
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Site build out
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Testing
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Content Migration Planning (audit, inventory, classification, mapping)
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Develop Communications Framework
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Support & Sustainment Planning
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Develop Governance Policy
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	New Content Creation
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	*Initial Content Migration  
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Change Management Execution
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Communications Execution
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Training  Delivery
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Go-Live
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Support & Sustainment Implementation
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Production Turn-Over
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 


*Key content will be identified and migrated to site upon launch, other content migrated by users at a later date (according to plan filed with governance committee

VI. Critical Success Factors
· Resources – the appropriate resources need to be available for each ‘stream’ of the project– technical, content, and governance; 
· Authentication – for the project to be a success, all authentication issues need to be resolved to ensure proper access for all;
· Senior Management Support – this will ensure full participation leading up to launch and especially afterwards; 

· Communications and change management plan – developed and executed throughout the project and after launch until all content is migrated.

VII. Project Risks
	Risk
	Probability
	Consequence
	Mitigation

	Resource Risk – Availability of Project Team
	High – Team members could be pulled onto other higher priority tasks or projects
	schedule impact 
	Escalate to Steering Committee to ask for prioritization direction and/or to communicate to staff.



	Authentication
	High – EAD migration not be finalized in time OR if Shibboleth then project delay 
	Schedule impact, quality impact
	Authentication decision made quickly and

work on other non-dependant areas so that all is ready when auth finalized.

	Content Migration
	High – all content will not be migrated upon launch
	User adoption could be effected.
	Identify critical content for homepage and file plan for balance of migration – find creative ways to involve/entice users to migrate their content.

	Budget Constraints
	Medium – Budget is small with no room for contingency
	May impact scope and timeline
	Look for ways to leverage by partnering with Med IT


VIII. Project Organization

The following table identifies the roles and responsibilities of the project team members:

	Role
	Responsibilities

	Executive Sponsor
	1. Acts as the project champion and communicates project mandate to the organization

2. Authorizes resources for the project

3. Ultimate decision-maker for the project

4. Measures and evaluates success of the project; accountable for the project benefits 

	Steering Committee
	5. Provides oversight for the project

6. Monitors progress and results

7. Resolves conflicts and removes barriers for project progress

8. Authorizes changes to scope, schedule, budget

	Project Manager
	9. Accountable for the completion of the project deliverables

10. Manages the project budget and team resources

11. Manages issues and risks 

12. Manages changes through CAB process

13. Escalates issues to the Steering Committee when required

	SharePoint Architect
Senior Technical Resource

VENDOR
	14. Designs the foundational architecture 
15. Designs the SharePoint h/w, s/w architecture for IT site
16. Determines how best to integrate with infrastructure

17. Planning for site features, customizations, site and list relationships

18. Liaises with infrastructure group during initial software installation, troubleshooting

19. Details disaster recovery specs

20. Details capacity plans

21. Details network security
22. Defines and configures search

23. Implements branding strategy

	Technical Advisor
	24. Input and approval of all technical documents
25. Mentors/supports technical lead
26. Coordinates with infrastructure group re authentication

	Technical Lead

SP Developer


	27. Manages the technical components of the project plan

28. Builds out the site according to wireframes and specifications

29. Develops necessary templates, web parts

30. Skins new site with graphic design by applying CSS files

31. Delivers a fully functional, tested and de-bugged SharePoint 2010 as per specs and wireframes

	Business Analyst
	30. Build-out the lower level wireframes

31. Assists with any content migration prior to launch

32. Acts as information architect

	Communications & Change Management Lead
	33. Prepares and manages communications and change management plan

34. Acts as lead on communication framework

	Content Lead
	35. Supports the content category owners and ensures content ready for launch

	Content Category Owners
	36. Participates in content planning meetings 

37. Contributes to content migration plan by identifying content critical for launch and/or later migration

38. Develops/assigns content to be developed for launch

	Content owners
	39. May need to develop some content for launch.

	Interim Governance Committee
	40. Develops governance policies and plan by participating in facilitated workshops

	Governance Committee
	41. As part of the final plan, communicates ownership to respective team members.

42. Enforces policy

	SharePoint administrator
	43. Assists in build as part of knowledge transfer

44. Takes appropriate training to be able to support the site after launch
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Project Authorization
The signatures below represent an authorization to proceed with the project as defined in this Charter document including Appendices.  

	Role
	Name & Title
	Date

	Executive Sponsor
	
	

	Steering Committee Member
	
	

	Project Manager
	
	


Appendices

Appendix A:  Project Schedule

Attach Project Schedule as an Appendix to the Project Charter.

Appendix B:  Project Budget
Attach Project Budget as an Appendix to the Project Charter.  Template is available on the PMO site.  

NOTE: BEING FINALIZED BASED ON SCOPE DECISIONS BY STEERING COMMITTEE
Additional Appendices may be added as required, e.g. Communications Plan, Impact Assessment, Change Management Strategy.  See the PMO site for any available templates.
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