Project and Contingency Planning

The eUMB Financials and Grants project is following a structured project plan that includes over 1,200 tasks that are being tracked through completion.  If all goes well, the campus will begin taking advantage of the new system in July of 2005.  This will mean we will have conducted almost 250 meetings between the Project Team and campus users to determine exactly how the system should be configured and what modifications must be made to the base system to ensure we can conduct business in the most reasonable and effective means possible.

Another aspect to our project plan is a constant assessment of how we are doing and how to manage unexpected problems during the project.  Three areas are measured: technical readiness, functional readiness, and end user readiness.  

Technical readiness is measured by calculating the total amount of work necessary to create necessary new programs, reports, conversions of data from legacy systems, and interfaces with the new system to campus and State of Maryland systems.  Total effort is calculated and then divided by available resources to determine if the projected completion of these tasks falls within the project time line.

Functional readiness is a measure of how complete our planning for use of the system is.  The Executive Scope Document has identified all of the features in the Financials and Grants modules of eUMB.  Every business process that will be performed within the new system must be completely described and tested using the system’s software.  This is the reason so many meetings have been held.  In some cases, new policies or procedures have to be defined to take advantage of capabilities not previously available to the campus.  The Project Team has been tracking every process, decision, and policy necessary for implementation.  A testing program must be developed with scripts devised to test every feature of every module.  This program will detail an order for testing, who will test what, what the expected results of each test will be, and what to do if testing does not yield desired results.

End user readiness is a measure of a number of milestones in preparing campus staff to use the new system.  The roles that must be taught to users are identified and training courses are being developed for each role.  Power users have been recruited and orientation has begun.  Preparation of central service office users and school-based personnel to assist in system testing must be scheduled and executed.  Training materials must be developed, classrooms scheduled, instructors identified, and registration of trainees by role must also be planned and implemented.  

When we are assured that all of the above conditions are met, the campus can be confident that a high quality new system will be successfully implementated.

