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Abstract
This paper aims to describe an holistic approach to web project planning within the university context.    In order to do so, the paper presents an historical perspective of planning for web publishing and explores the maturation of that process.  

Along with the terms “virtual reality” and “domestic bliss”, “web planning” competes with the world’s greatest oxymorons.

The web is so fractious and political that the notion of planning it, has been either ignored or is so complex that like the Loch Ness Monster, it has disappeared into the sea of committee, unlikely ever to resurface.

This paper describes a whole of University approach to web planning and details the policy and practice of web publishing.  The paper attempts to resolve the dichotomy of the individuals right to publish against the legal responsibilities of the University as corporation.
Using the maturation model, an example of a large university wide project "e2" is detailed in order to provide an example of a whole of university approach to web project planning.  Project e2 seeks to take Charles Sturt University to online as the default way of conducting its core business.

Introduction

Over the past five years, one of the main focuses of universities has been to normalize and institutionalize the web.  In doing so, they initially focused on the most visible window on the web, the University Home Page.  Concerns expressed by members of universities at the level of placement of their home pages within web sites will be as familiar as the interminable discussions over the design of the University Home Page.

The web may wish to be known for its openness, democratisation, and currency, but clearly the proponents of these characteristics have never served on the home page committee.

It is not surprising that the same institutions that first invented and then developed the web are the same institutions that now see the need for institutionalising and normalizing the web.

The recent Campus Review analysis of University Home Pages which focused so heavily on design and image and so little on function and accessibility may provide an insight as to how the broader community sees the role of the home page in such a limited way.  

The role, function and ownership of the home page has been canvassed in many other places and in a sense represents a dinosaurian snapshot of web history.  More importantly however, the development of home pages represents a history of how management process has developed for the multidisciplinary, multi stakeholder environment that the web should represent. 

History of University Web Publishing

The history of web publishing follows many other technological developments which, in the initial stages at least, require high technology and limited resources. Educational television and  video disc are former examples.  Universities' first home pages were generally built by the Divisions of Information Technology (DIT).  They were generated by a member of the systems or networks groups not specifically trained in design or production.  For those lucky enough to have a graphic artist in DIT, some artistic and functional design was incorporated, providing a more professional appearance to what was basically a text page with hyperlinks.

As a result of a lack of development and qa environments, spelling and grammar mistakes were frequent, logos were not to corporation standards and content was defined by what was available rather than what was important.  The pages were internally focused with little thought given to the public or marketing view of the enterprise.

Given the primitive and naïve nature of the pages, it is important to note that these primitive stages of the web were almost 100% compatible with what later developed as the W3C guidelines for compatibility.  Indeed the need to be compatible with old versions of Netscape (V2 for example), almost ensures compatibility with the W3C accessibility policy.

At this point it may be worth reflecting on how many Universities still have a copy of their first home page and indeed all the subsequent versions that have been developed.  Although important from an historical perspective, the answer to this question will also be a guide to when the institution addressed the issue of archival policy and the legal requirements to roll back versions of online documents.

The Importance of Information

Due to the enormous uptake of the web, any web presence became highly visible over a short period of time. The visibility was as much in perception, in that information was seen to be capable of a very wide distribution, as in reality.

In some respects it could be argued that the phenomenon and impact of a whole new publishing and public media was quite slow in being identified by senior management as having to be institutionalised.  In most cases the need for formal direction was driven by senior management of IT.

Eventually issues of content relevancy, importance and currency were raised and the need to address the organizational ownership of the University's public web began its turbulent career. The URL became a focus of advertising, more one suspects out of the need for prestige rather than any logical value add. In these circumstances Universities turned from being web silly to web serious and as such required policy development. 

Initial policies were directed toward those inside the organization who were publishing content.  Again, because of the technical nature of the process this was largely undertaken by DIT.  The growth in the number of pages created difficulties in the scaling and maintenance of information.  Templating provided consistent branding which is still central to many web publishing policies.

Templating was not universally accepted amongst academic staff, a few of whom had independently developed material for the web.  The first indications of the appearance of limiting freedom of academic expression was voiced.  Unfortunately, this had the effect of some academic staff, and indeed entire schools, developing their own content and materials on their own servers.  Those academic staff not so technically savvy perceived that they were powerless in the ability to participate (given that they did not wish to follow the templating mantra) and frustration levels grew.

In recent times web policies have tended to look outward and describe the sort of outcomes and experiences that users should have.  In particular web policy has needed to accommodate the legal requirements of accessibility to web sites, privacy legislation, copyright issues relating to the digital agenda and the communications act.

Secure Online Environments

Soon after the development of public web sites, the development of secured sites began.  In the first instance this was merely by http security on the same server which was security more in the breech than the observance.  The development of authenticated servers, allowed the development of intranets.

The largest of these secure online environments for many universities is the teaching and learning environment.  Policy issues relating to this environment became a little more clouded as the policy now started to get close to what previously had been a totally academic controlled environment - if the analogy of the classroom holds true.  In a traditional classroom, a lecturer could present teaching materials, often with little quality assurance over the form of material and with no identifiable life span.

Conversely, online teaching is a form of publishing and is therefore subject to constant review and takes on a degree of permanency.   In the online environment co- development, quality assurance and institutional decisions about who may or may not have access to the material all need to be addressed.  

Further, online material is designed to be asynchronous. A continual record of what the teaching and learning looked like over the duration of the teaching experience is therefore required.  This also infers better quality assurance practices than were previously necessary when the method of delivery often meant that everyone heard the same thing at the same time.

Also looming is the multiple use of the material in circumstances quite different to the original development of the material which is encompassed by the far reaching discussions about intellectual property ownership.  Sharing of material without the consent of the author became problematic.  Again policies were developed which looked inwardly rather than focusing on the client.

Content is only one aspect of policy in this area.  Communication between student and lecturer is another area which requires policy development.  The management of online forums presents its own difficulties:

· Who has access to the forums? 

· Who adds and drops users?

· Who can delete messages on the forum which may be critical of the lecturer?  

· If the forums are archived, for what purpose are they archived?

· Under what conditions can they be accessed in the future - possibly in yet to be determined environments?

Content Management Systems

In order to achieve the goals of the whole of university approach to web publishing, and in order to comply with the goals of the web policy, Charles Sturt University developed a web publishing system, a browser based, data base driven application.  As a result of our decentralization campus model, the client side had to be browser based in order to be portable.  

The publishing system produces a development, QA and production life cycle for each project.  Roles are established for each of the cycle points.  Once pages have been migrated into production a expiry date of a maximum of 12 months is set on the pages. Page owners are emailed at intervals prior to expiry in order that they review the pages for currency of content.  

Templates are automatically wrapped on the pages with the page owner and email address identified with a last reviewed date.

Most importantly, content management systems such as CSU's publishing system, devolve responsibility for content to the owners of the content.  Continued development of these systems in order to populate development, QA and production roles and provide automatic notices for page expiry dates for example, further empowers the user.

The publishing system was identified as a critical application early in CSU's web developments and has not been without its difficulties principally by causing authoring restrictions and less publishing freedom that may have been appropriate.  It has always been envisaged to replace this in-house developed package with commercial software that is able to successfully emulate work flow.

Maturation of Process

The brief history of web publishing as previously described demonstrates an evolution of process.  The process can be described as follows:

Stage 1 : Technology High - Process Primitive

The process is born under technology high, process primitive conditions. That is the technology is complicated, expensive and owned by DIT.  The corporate knowledge and experience base is very small and initially may be only one or two people even in large institutions.  This process stage is best described as innovation.

Stage 2 : Technology High - Process Developing

Stage 2 reflects senior IT management incorporating IT infrastructure policy into developments ensuring that legal and technical ramifications are addressed.  Non IT, technical savvy users are included and help legitimise and champion the activity. At this stage development and production are separated.

Stage 3 : Technology Reducing - Process Inclusive

During Stage 3, user groups are established for both the development of user specifications and testing of the product.  Quality assurance is introduced and interested parties are invited into the process

Stage 4  : Technology Low  - Process Mature

The technology platform is seamlessly supported and technology becomes neutral during Stage 4.  Users are empowered with decisions concerning functionality and development, quality assurance and production forms the standard life cycle for the product.  Formal project management methodology may also be used.
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Clearly any project which can be implemented at Stage 4 will be highly efficient and productive. Examples of this may be the redevelopment of University web sites or the ongoing development of the home page.  In terms of process, Stage 4 projects are clones of previous projects and will only change as technology becomes less complicated with only a slight increase in the maturity of the process required. 

Beyond Stage 4

The real challenge for universities is to produce projects under innovative and therefore Technology High - Process Mature conditions.  What are those elements which must be addressed to ensure that high technology and mature process are not mutually exclusive in order to achieve the desired outcomes of innovative and fast to market development with the benefits of enterprise ownership.

1. 
Project Identification based on Enterprise Need

The identification of a project based on enterprise need which relates directly to the mission of the enterprise and impacts directly on enterprise outcomes demonstrates a maturity within the organization to understand the technology but not be limited by a modular rather than global view of the technology. An example of an enterprise need currently facing most universities is the requirement to integrate the teaching and learning environment into the corporate information architecture.

Many institutions for example, have only recently identified this particular need at an enterprise level.

2. 
Project Driven at Senior Executive Level

In a whole of university project, the focus should be on converging those parties that either directly represent the users or are required to contribute in order for the project to be successfully completed.  In the previous model the evolving process tows interested parties along in the slipstream.  Conversely, in "Technology High - Process Mature" projects, participants are proactive in the process and indeed are the drivers of the project.

Active participation across a wide variety of Divisions and Faculties can only be achieved if each participant is held accountable for their outcomes.  This can only be achieved by the project being supported at the highest denominator of Executive Management.

3. 
Widespread Ownership

The previous model suggests that widespread ownership is legitimised by an evolving process of inviting participants onto user, testing, reference and steering groups.  Post Stage 4 process demands that participants must be proactive in identifying enterprise needs, identifying problems and seeking solutions.  Participants are required to have an excellent knowledge of technical capabilities and an understanding of scale and performance factors.  

4. 
Seamless High Technology and Infrastructure

Although the product technology may be innovative and developing, the infrastructure must be mature in its stability and performance.  Versioning, migration and architecture must be well established and the product life cycle detailed.  

5. 
Complete Project Management

A project management solution is critical to projects as is the formation of a project office within the Senior Executive's Office.

In order that these elements are fulfilled and to ensure that high technology requirements are not mutually exclusive to a mature process, a paradigm shift in the conventional model is required.

Diagram 2 illustrates how the evolution of the conventional model of web project management is unsuitable for a whole of university approach to web planning.


Diagram 2 : Paradigm Shift to Enterprise Web Project Planning
Project e2 as a Paradigm Shift Example.

Project e2 seeks to enable Charles Sturt University to tap the full potential of electronic information, communications and technologies by developing the E - Environment to support both staff and students.  The University is major distance education provider both within Australia and overseas.  Of the 35,000 students, 25,000 are DE students.  Approximately 20,000 students have already participated in the University's online environment this year.

Thus the University's main client basis is external to its major campuses and this provides a major challenge to the Institution in terms of supporting its students.  Online for this University is not an "add-on" feature but is critical to its survival within the new competitive market place.

By comparison, increasing service to on campus students by taking them online is a far less technically demanding exercise.

Furthermore, due to the University's large number of part time and overseas students, the University has a relatively low EFTSU compared to the total number of enrolled students.  Since this is an increasing rather than decreasing trend in our student profile, it is imperative that the university business models increase efficiency in providing administrative services (in its widest sense) to its students,

It was in this climate that the University Council determined that, as a matter of the highest priority, CSU must ensure that by Autumn Session 2002 it has online systems and processes that will enable most administrative activities with students, which are presently done using paper and postage or other electronic communication media, to be conducted online.  

The University will now adopt online as its 'normal' way of communicating with students for administrative purposes.  That is, wherever possible communicating and conducting transactions with students will be online.  

The project demands an enterprise solution and is driven by the Divisions and Faculties of the University.  Many of the needs have been drawn together from disparate sources and committees throughout the University and hence represent a series of projects managed under one major umbrella project.

Elements of e2

1. 
Project Identification based on Enterprise Need

e2 is a series of high priority projects which have been identified as already existing in other forums within the University.  For example the project which seeks an e-transactions solution already had been given a high priority within the Administrative Systems Steering Committee. A project to increase the University's profile as a leading online provider had already been identified with the Vice Chancellor's Office.  Reworking our student portal to Level 2 had already been identified as a high priority project with the Division of Information Technology.

In addition, the concept of e2 has brought with it a raft of new and unique issues. These include the dispatch and distribution of critical and legal notices both by online and conventional methods, the registration process and contract to enable students to "opt out" of online for reasons of equity and access, and ensuring that internal students (all of whom are compulsorily registered as "online") are aware of messages, and can access them, outside of formal session times.  This has implications for email as well as web delivery, 24 hour swipe card access to computer laboratories and increased load.

The projects include:

· E-Communications

· The E-Box

· Developing an E-Environment to Support Learning and Teaching 

· Addressing Equity

· The Capacity of the Existing Infrastructure to Support Rapid Growth in E-Activities 

· The Capacity to Dispatch Electronically Generated Messages by Surface Mail

· Policy on the Dispatch of Printed Materials to Registered Users

· Registration of students

· Supporting Students in their Use of the E-Environment

· Supporting Staff in their Use of the E-Environment

· Communicating to Students About the E-Environment

· Enhancing the Image of the University 

· Electronic Payments 

· Enhanced Support Services for Students 

· Key Transactions between students and the University

2.
Project Driven at Senior Executive Level

The University Council identified the need for an enterprise approach in order to take the University forward.  Unusually, the Council rejected the original time frames for the project and accelerated them by 6 months.  The Council also directed that the Vice Chancellor be the project sponsor and that the Council be regularly briefed on the project.

The Steering Committee is made up of Pro Vice Chancellors, Deans and Executive Directors and is chaired by the Vice Chancellor.

A major element of the paradigm shift in this whole of University approach to web planning was to house the project within the Office of the Pro-Vice-Chancellor (Planning and Development) rather than as traditionally would have occurred with a high technology project, within DIT. This decision, driven by the Executive Director of Information Technology was fundamental to the management methodology of this project.  In this new paradigm, the "High Technology" is seen as being owned by all participants and more importantly becomes a shared responsibility to ensure that the technology meets the required outcomes of the project.

3. 
Widespread Ownership

Widespread ownership of the project has been achieved by the identification of existing user driven problems.  Since many of the projects existed in one form or another, ownership still resides with original owners who are or report to those represented on the Steering Committee. e2 provides the platform for interconnecting the projects and providing the gap analysis between projects.

In the initial instance, e2 called for reports to be written in order to standardize the work to be done and the methodology for identifying project scopes.  The reports were also asked to identify hurdles and barriers which may be seen as restricting or limiting the overarching project mission.

The reports were fast-tracked, required within 45 days, and involved selecting individuals to write reports, specifying particular people that had to be consulted whilst also encouraging authors to consult more widely. This indirect involvement provided a very wide corpus of knowledge and experience and enhanced involvement and engagement with the project.

Some authors found the time line too limiting and felt their reports did not reflect a wide enough participation.  

Staff which make up the project and reporting teams are from the following areas:

Aboriginal Education Unit

Admissions Office

Call Centre

CELT - Educational Design

Communications and International Relations

CSU Online

Division of Financial Services

Division of Human Resources

Division of Information Technology

Division of Library Services

Division of Planning and Development

Division of Student Services

Faculty of Commerce

Faculty of Health Studies

Learning and Student Support

Learning Materials Centre


Office of Public Affairs


School of Biomedical Science

School of Financial Studies

School of Humanities & Social Sciences 

School of Humanities & Social Sciences

School of Information  Studies

School of Public Health

School of Teacher Education

School of Wine & Food Sciences

Staff Unions

Student Administration


Student Associations

University Printery 

In total, 67 staff are contributing directly to projects within e2 indicating the widespread ownership of the project.

4. 
Seamless High Technology and Infrastructure

A review in Year 2000 of the information technology infrastructure at Charles Sturt University has resulted in adopting an N Tier architecture.  The first large scale implementation of the architecture was the redevelopment of the online forums.  With approximately 2 million message views and 70,000 postings in the first 6 months of this year, the new architecture is proving itself as a stable and scalable platform to deliver very high traffic.  

In order to achieve e2 outcomes several technology high projects need to be completed.

· Ecomms

To provide for an online audited delivery and reply message system for the distribution of official communication between the University and students. 

· Ebox

To provide an attractive and content rich online interface for students to access messages

· E-finance

To provide a secure online environment for finance transaction

· E and print

To provide a work flow solution to allow the University to choose which messages get delivered via e2 and which ones by traditional mail or a combination of both.

Thus it can be clearly seen that the e2 project is in a "technology high" environment.  New systems must be developed and in the case of Ebox new technology must be developed to provide a Level 2 student portal.  A large part of the student portal work is innovation.  Work flow software will be required for the E and Print project.  E2 Project work will need to be carried out in climate of high technology change as LDAP, a data hub and middleware role out in parallel.

5. Complete Project Management

Clearly e2 suits the classic methodology of project management. A modified form of Thomsett's Third Wave project management is employed across the project.  Some project teams have little or no concept of formal project management and this has been identified as both a challenge and a further tangible outcome of e2 as the upskilling of staff develops.

As e2 is a project of projects, it is our intention to utilize Project Central which stores all projects and their accompanying materials including meeting agendas and minutes and assigns ownership and shared roles to the material. Initial implementation difficulties with Project Central have caused us to share material within the Exchange environment as an interim measure.

As mentioned previously, Project e2 is housed in the Office of the Pro-Vice-Chancellor (Planning and Development).  Staff from that office together with the Project Director and Project Planner seconded from the Division of Information Technology, make up the Project Office.  

Paradigm Shift

The key aspects of the e2 project incorporates the mature processes evolved from the previous model and combines them with a high technology environment.  Consequently there is a paradigm shift as described by Diagram 2.  Inevitably, the high technology environment will change to a low technology environment over time, with subsequent further maturing of the process.  This is illustrated in Diagram 3.  

Diagram 3


Over further iterations of whole of university projects, the degree of change between each iteration decreases.  This is illustrated in diagram 4.

Diagram 4

Hence it can be seen that the implementation of the next and further projects will begin at a Technology High - Process Mature stage with lessening impact on an establishing process.

Conclusion

This paper has developed a model for the innovation and implementation of projects requiring whole of University Web Planning.  In doing so the traditional model of IT based project development has been examined.  We have demonstrated that enterprise needs of High Technology - Process Mature projects require a paradigm shift.  Charles Sturt University's Project e2 has been used as an example of that paradigm shift.

Diagram 1 : Evolutionary Process of Web Publishing
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