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Session Outcomes

 Experience the difference in process and 

implementation between small and large projects, 

with a focus on campus-wide projects 

 Investigate the success and failure factors in 

regards to implementing large projects

 Be prepared to participate in or lead various 

aspects of campus-wide projects
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What is “large” or “campus-scale”?



Copyright 2016 by InfoComm International®

University of Illinois

• Three campus system
• 23,500 employees
• 78,000 students 
• About 700,000 living alumni 
• $5.6B budget
• 35th in Best Global Universities
• 10,000 international students from more 

than 110 nations - 1st among American 
publics

• 897 buildings, 1000’s of rooms
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University Change is Constant
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Our System-level IT Organization

 200-person centralized IT department is funded 
mostly for enterprise (three-campus) services

 Additional funding for projects comes from others

 Enterprise Services:
– Portfolio and Project Management Office (PPMO)

– Administrative Information Technology (AITS)

– Business Process Improvement (BPI)

– Records and Information Management Services (RIMS)

– Customer Relationship Management (CRM)
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Integrated Planning in Higher Ed

Academic Planning Financial Planning

Facilities Planning
Information 
Technology 

Planning

Integrated 
Planning
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Even “small” projects are complex.
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Small Projects: 

Chicago Waterwalk & UI Dining app

Both available on
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Mobile Apps Requirement Gathering 

(Besides Functionality)

1. Target platform?

 A few

 All platforms

 General public

 Specific 

campus

 University 

employees 

3. Features Needed?

 Sensory alerts

 Physical 
gestures

 Motion 
detection

 Camera

 Accessibility 
tools

2. Target Audience?
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Mobile Apps Requirement Gathering 

(Besides Functionality)
4. Data stored where?

 Database 

within app

 External 

database

 Web services

 Embedded 

content

5. Who maintains?

 Internal 

expertise

 Open source

 Vendor

 Consultants

6. Feedback needed?

 User 

comments

 Star ratings
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Technical Details & UI / UX
UI Dining Chicago Water Walk

Device database

Content 

embedded 

directly into 

the app
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!!!

!!!

Small Project Communication Theory
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??????

???
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???

Small Project Communication Practice
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Defining a Large IT Project
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Not a Campus-scale Project

“We simply wanted the design and construction of this building to 

reflect the values of social and professional responsibilities that we 

teach our students.” -Avijit Ghosh, Dean of College of Business

OUTCOMES

• COB LEED Platinum certification

• First ‘green’ building on Urbana 

campus

• Active classrooms

• Illinois Makerlab, the world's first 

business school 3D printing lab
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Campus-scale Project Examples

 ERP business software replacement

 Fiber and wireless network overhaul

 “LMS” replacement

 Unified communications migration

 Campus classroom cloud-based video conversion

 What are your campus-scale projects?
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Campus-scale IT Projects

 Campus-scale IT projects enable enterprise business 

processes, support communication infrastructure and services, 

deliver widespread upgrades, or provide pervasive and 

interactive information. They are transformative for the whole.

 Components of large IT projects

– IT governance 

– Project management

– Completing the work

– Success measurement
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Campus-scale Project Commonalities

 Expensive

 Time consuming

 Incomplete specifications

 Scope creep

 Ongoing operations and maintenance

 Many groups and individuals involved

 Bad and good design is obvious to the user
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Some People Ignore Standards

 Architecture standards

 Development standards

 DIY mentality

 Recognizing the availability of “utilities”

 Understanding available skills
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Some People Copy Bad Standards
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Your Experience with Campus Projects

 What is your experience leading or participating in 
large IT (or AV) projects on college campuses? 

 What was your role in the IT project? 

 Which campus IT projects have you seen work well?  
Why do they work well?

 Which campus IT projects have you seen not work 
well? Why do they fail?
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ORIGINATION  

(INITIATION) 

COMMISSIONING

(ANALYSIS)
DESIGN CONSTRUCTION TESTING

INSTALLATION

(GO LIVE)

Campus Scale Life-Cycle Phases
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Origination & Initiation Phases

Idea

Proposal

Sponsorship 
/ Funding

Governance 
Review / 
Approval

Scheduling

Resourcing
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Importance of IT Governance

 Decision-making and transparency

 Strategic alignment of enterprise and IT

 Resource allocation and management

 Performance management

 Collaboration

 Standards and policy

 Transparency

 Faculty, staff and students are different
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ITG Components – Building Blocks

Purpose and Scope:  What is it that needs to be governed? What are 

your institutional priorities?

Participants:  Who should participate?  Who should advise and who 

should make decisions?  What are the key roles to identify?  How are 

they interconnected?

Decision-making: What decisions are made at the different 

levels/groups?  What resources will be allocated via the process?

Structure:  What are the layers to the governance structure?  How are 

they interconnected?

Communication and Coordination: Who will work behind the scenes 

to facilitate the process?

Focus
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What needs to be governed?

Education Research
Infrastructure 
and Security

Public 
Engagement

Administrative 
IT

Web Services
IT Strategic 

Planning
Policy 

Development

Prioritization
Student 
Systems

Facilities 
Systems

Research 
Administration 

Systems
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What needs to be governed? 

Education
Learning Management Systems

Instructional Technologies

Public Labs

Change Management

Student Access to Resources

Research
User Support Coordination

Research Computing Resources

Collaboration Technologies

Grants Administration

Technical Support
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Becomes Complex Quickly
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Typical Model Components in ITG
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ITG Results Example

 Agreed Priorities
– Base funding for enterprise or campus services

– Project funding for one-time initiatives

– Ancillary funding for department level services

– Fee for service – use based chargeback

– Unfunded – beyond resource capacity

34

Type Type 
Rank

Overall 
Rank

Initiative

B
as

e

1 1 Project/Service A

2 2 Project/Service B

3 3 Project/Service C

4 6 Project/Service D

5 11 Project/Service E

6 12 Project/Service F

P
ro

je
ct

1 4 Project/Service G

2 7 Project/Service H

3 9 Project/Service I

A
n

ci
lla

ry 1 5 Project/Service J

2 8 Project/Service K

Fe
e 1 10 Project/Service L

U
n

fu
n

d
ed

1 13 Project/Service M

2 14 Project/Service N
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Results: New Projects for FY 16
1. Student Relationship Management System (priority 3 of 19)

Total hours: 1,782 Full Cost: $843,450

Improve recruitment effectiveness | Create labor efficiencies

2. Capital Project Management System (priority 5 of 19)
Total hours: 3,200Full Cost: $775,250 | Create significant labor efficiencies| Aid with 
compliance an error detection | Eliminate duplicate data entry | Provide savings via reduced 
change orders

3. Employee Training Infrastructure System (priority 9 of 19)
Total hours: 2,101 Full Cost: $253,150

Assist with research compliance| Create proposal efficiencies | Govt. compliance

4. Disability Services Integrated Service (priority 10 of 19)
Total hours: 5,910 Full Cost: $257,400

Improve quality of student services| maintain leadership in HE disability access

5. Biennial Inventory Application (priority 12 of 19)
Total hours: 8,045 Full Cost: $344,475

Enable compliance| Create labor efficiencies
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Initiation Checklist

 Initial project set up
 Initial contacts

 Set up projects in your PPM

 Create and customize collaboration space

 Discovery Meetings

 Complete Project Charter
 Finalize scope

 Risk identification & contingency

 Establish work and project processes

 Formalize the project team

 Kick-off Meeting

Origination Initiation Planning Execution Closing
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Commissioning/Analysis Phase
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Example: State-wide ERP Project
DOCUMENTSSTRUCTURE

Blue Print 
Team

EPA VAIOCIDES

Steering
Team

Pilot 
Agencies

Business Process
Design

Deloitte Other 
Teams

Project 
Management

McKinsey

Project 
Management 

Team



Copyright 2016 by InfoComm International®

Identify PPM Requirements for You

 Work through the PPM requirements worksheet to 

determine which portfolio management functions 

you need to fill at your institution.  Add missing 

components and eliminate unnecessary steps as 

needed.

 Select the portfolio management model that would 

work best for your institution.
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From 0 to PPM

Work

•Effort

•Project 
inventory

•Ownership

•Time 
reporting

Portfolio 

•Project 
proposal and 
approval

•Reporting 
and Review

•Scheduling 
and 
prioritization

Projects

•Select the 
PMO model

•Develop 
standards

• Increase PM 
skillset

•Quality 
control

Systems

•Collaboration 

•Portfolio and 
project 
management

•Time 
tracking and 
reporting
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Design Your PMO
Facilitate ITG

Resource 
management 

and 
scheduling

Monitor and 
control 

portfolio

Center of 
excellence 

for PM
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PMO Standards
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Standards:  SDLC
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Standards:  PM Toolkit
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Standards: Project Review Checklists
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Standards: Collaboration Space
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Planning Activities for PMLC

Analyze 
Stakeholders

Plan 
Communication

Create Use Cases

Create Functional 
Requirements

Create initial 
Work Breakdown 
Structure (WBS)

Create initial 
Project Schedule

47Origination Initiation Planning Execution Closing
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Design Phase
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Design Phase activities

 Design collaboration

 Style guides

 Technical design

 Architecture review

 Security review

 Sensitive data usage

 Prototyping

• Technical design review

• QA master test plan

• Training plan

• Hardware/software 
order

• Monitor and control

• Manage change requests
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Faculty, Staff & Student Input

User Community 
sessions

Online Survey 
participants

Campus Advisory 
Groups

Joint Stakeholder 
Team sessions

Focus Groups
Prototype Open 

Houses
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Iterative Prototyping is Essential

”… test several 

iterations of your 

prototype before 

solidifying the design 

and committing 

resources to 

implementation”

Apple iOS Human 

Interface Guidelines
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Executing Checklist

 Risks

 Issues

 Change requests

 Action items

 Tasks

 Resources

 Schedule and project plan

 Track action items

 Follow up on tasks

Monitor and control Communicate
 Project team status meetings 

and reports

 Sponsor reviews

 Informal communication

 Maintain collaboration space

 Other items defined in 

communication plan

52Origination Initiation Planning Execution Closing
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Performance Reports
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Closing Activities for PMLC

Gather lessons 
learned & 

survey

Transfer 
ownership of 
open items

Hold project 
closing 

meeting

Organize and 
store final 

documentation

7/13/2016 54Origination Initiation Planning Execution Closing
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Effort throughout the PMLC

Project Manager Effort Project Team Effort

Initiation Planning Execution & Monitoring & Control Closing
Origination
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Example: HR Front-end

 Do 100,000+ HR transactions better

 Reduce operating costs

 Reduce unit workload

 Improve employee satisfaction and user experience 

with system
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HR Front End User Input

User Community: 
39 sessions

Online Survey: 
213 participants

Joint Campus 
Advisory Group: 

1 session

Joint Application 
Development 

(JAD): 7 sessions

Breakout: 
5 sessions

Business Team: 
17 sessions

Prototype Focus 
Group: 9 sessions 
– 98 participants 

provided feedback

Total Participants: 
Over 350
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Feature Comparison Over Time

– Hire/Rehire/Reappointments

– Employee/Job Changes

– Leaves of Absence

– Separations

– Position Creation/Maintenance
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HR Front-end Construction

Q

A



Copyright 2016 by InfoComm International®

HR Front-end Construction

QA
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HR Front End Multifaceted Testing

WHAT WHO

Functional Testing Load Testing

IT and Regular People

Subject Matter Experts

Accessibility TestingQuality Assurance Testing
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HR front-end software

New System:

• Consolidated screens

• Less transaction 

overhead
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HR front-end project outcomes

 Employee record view that consolidates 11 Banner 

forms into one view (whole-person view)

 Modern search interface

 Route transactions through data-aware routes

 Embedded, context-sensitive help with videos

 Transaction wizards for complex transactions 

 Detailed routing trail and transaction history 

 Business rules that prevent common mistakes

 Extensive use of default values to speed up data entry
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Lessons Learned – HRFE project

 Some changed their mind 

between 2004 and 2009

 Security and reporting 

were given less attention 

when application 

development was delayed

 The project specification 

was far too complex

 Maintenance takes about 

4 FTE

• Take Gartner’s advice: 

simplify

• “The Magic 162”

• Maintain executive 

commitment

• Flexible and iterative 

development methodology

• A single source of truth for 

project information

• Maintain fallback positions
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Lessons Learned

 Listen to faculty/stakeholders concerns 
throughout the entire process

 Document a sufficient number of use cases

 Allow for trial and error

 Prototype and iterate frequently

 Always run through the entire testing checklist

 Test with a broad audience

 Follow design standards
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Accessibility Specialists Involved 

from the Beginning
 Green means open

 Red means closed

 “All I see is light brown!!!”
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Communication

Large Project Theory
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Communication

Large Project Practice
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One Project.

Two Perceptions.
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Audience Question

 Are you prepared to work on campus-scale 

projects?



Thank you to our 
equipment sponsor:

Campus-scale Project 

Planning
Michael Hites

Senior Associate Vice President of AITS & CIO

University of Illinois 


