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Executive Summary 
 
Project A.U.R.O.R.A. (an acronym for A Unified Renewal of Related Applications, herein referred to as 
Aurora) is an enterprise-wide change to Selkirk College’s core support systems and business processes. 
Limitations with the College’s legacy systems and associated business processes supporting Finance, 
Human Resources & Payroll, the Student System, IT legacy systems, and a variety of related business 
processes and applications have reached the point whereby they have become a barrier to fulfilling the 
College’s vision and achieving its Academic Plan. Aurora will address this, and position these support 
functions to help facilitate the achievement of Selkirk College’s Vision and Strategic Directions. 
 
Although the project involves a significant amount of technology, Aurora is not just a technology project. 
Rather, it is a project that will change and enhance Selkirk College’s ability to deliver in many significant 
areas, and ultimately enhance the student experience. Technology will be a part of how this is 
accomplished. 
 
Aurora will be conducted within the principles of the broader Administrative Service Delivery 
Transformation Enterprise Resource Planning (ADST ERP) sector strategy, which is an initiative supported 
by the Ministry of Advanced Education and other post-secondary institutions in BC. This sector strategy is 
aimed at leveraging value from common systems and business processes at various higher education 
institutions. 
 
Aurora will be conducted via a structured project and change management process. This Project and 
Change Management Charter describes the key elements of this project and will serve as the foundation 
for the implementation of the change. 
 
Approval of this document by the Executive Sponsor represents the culmination of the initial phase of the 
initiative. 
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Scope and Authority of the Charter 
 
This Project Charter formally authorizes Project Aurora to proceed with the following project phase: 
 

• Concept Phase or Project initiation. This work includes: 
o Establishing the foundational structure for the project; 
o Analysis of high level business requirements; 
o Initial process review and design work; 
o Initial assessment of organization structure modifications; 
o Establishing a procurement process for the project; 
o Execution of a software selection process; 
o Development of: 

 A detailed implementation plan for the proposed solution; 
 A detailed cost estimate for the project, including software, hardware; 
 A detailed change management plan; 
 A revised project and change management charter. 

 
At the completion of this phase of the project, Executive Sponsor approval of the revised Project and Change 
Management Charter, and associated funding and resourcing, will be required. 
 
Upon completion of this phase, the next update to the Charter will include the Implementation Phase.  
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Project Overview 
 
Project Purpose 
Why Initiate Project Aurora? 
Selkirk College is a dynamic and diverse educational organization, dedicated to excellence in teaching and 
learning, service and scholarly activity, including applied research. The College’s vision is: 
 

To be a learner-centered college that provides educational experiences and pathways that 
prepare students for work, further education, and lifelong learning.  Our vision is to make 
learning authentic, inspiring, rewarding and relevant to students, the region, and the world.  We 
are integral to the economic development, social equity, culture, and sustainability of the 
communities we serve.  
 

While the realization of this vision can be seen in the faculty and instructional staff delivering programs to 
students, the foundation of this effort is rooted in the support infrastructure of the College. The broad 
functional areas of this support include, among others, Student Records & Registration, Human 
Resources, Information Technology, and Finance & Payroll. 
 
At present, the delivery of these support services is facilitated by a platform of technology systems and 
associated work processes which: 
 

• Are not sustainable. In particular, the technology platform, which was originally developed in the 
1980’s and 1990’s and consists mostly of custom code, is mostly undocumented, and consumes 
steadily increasing resources simply to maintain, let alone enhance or evolve to support changing 
requirements; 

• Increasingly struggle to support compliance with a variety of required regulatory reporting functions; 
• Represent a significant business risk with respect to disruption of services and information required to 

manage the support functions; 
• Are at risk from a resource perspective; staff with the most knowledge of the existing systems are 

external to the College at VIU and are nearing retirement or are retired.  
• Finding resources interested in supporting a system with older IT technology is challenging; 
• Does not fully meet functional requirements of the College which limits the College’s ability to achieve 

the Academic Plan. 
 
This platform also hampers the College’s ability to remain competitive in the marketplace, and to 
continue to evolve and grow as an institution. 
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How will Project Aurora Mitigate this Situation? 
Once the project is complete, the College’s support function work processes and core technology 
platform will be directly aligned with the Institution’s mission of fostering student success, and it will 
facilitate the College’s continued growth, and ultimately the achievement of the Academic Plan. 
There is no expectation of any staff reductions associated with this project. However, as part of this 
process, it will allow existing resources to be more efficient, creating additional capacity for the team to 
be deployed to activities directly aligned with the College’s vision. The support teams will be working 
differently, using different tools, and achieving stronger outcomes. 
  
Project Description 
Project Aurora will encompass all of the activities required to replace the existing core systems and align 
associated business processes underlying the functions of Domestic and International Student Services, 
Office of the Registrar, Human Resources, Finance, and other related areas. This will include defining 
requirements for these functions, re-engineering work processes, identifying and procuring appropriate 
software, as well as implementing the software and new work processes. 
 
This project represents a major change for the College, and impacts almost all areas of the Institution.  As 
such, the project will include significant effort and activities on the people side of this change. This will 
ensure that the support teams function differently when the work is complete, such that the College is in 
a position to achieve the potential benefits of making this change. 
 
Although the project involves a significant amount of technology, Aurora is not simply a technology 
project. Instead Aurora will play a role in transforming College processes, significantly enhancing its ability 
to deliver in many significant areas, and ultimately elevating the student experience. It will be led by the 
Executive and the business areas, with the support of IT. 
 
The project will be conducted in such a way as to leverage the maximum benefit for other institutions in 
the Post-Secondary Education Sector in British Columbia. This will include everything from involving 
Vancouver Island University (and other institutions, as appropriate) in the requirements definition and 
software selection, to establishing vendor contracts that provide access to other post-secondary 
institutions, to providing lessons learned from the implementation process to institutions undertaking 
similar projects in the future. 
 
Key Assumptions 
The Ministry of Advanced Education (AVED) will provide substantial funding assistance for Aurora. 
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Constraints 
The following constraints have been identified for Aurora: 
 

• The target number of changes to be made to the software code of the new system is zero (0).  
Modifying an existing business process to match with configuration options within the new system will 
always be the preferred option.  Changes to the vendor’s code will be minimized and considered only 
in special circumstances where a critical business need cannot be met by configuration and business 
process modification. A specific approval process through Selkirk’s IT Advisory Council will be 
developed to assess any proposed vendor software code changes, and will require Executive Sponsor 
approval. 

• Development of new, custom applications (‘bolt-on’ applications that would interface with the new 
system) to meet specific Selkirk business requirements not covered by the vendor system, will be 
minimized. Instead, business process change will always be the preferred option. A specific approval 
process will be developed to assess proposed ‘bolt-on’ applications. 

• The project must be conducted in coordination and alignment with the related projects listed below. 
• The project must be conducted in full collaboration with all parties impacted by the change. This 

includes students, faculty, staff and university partners. 
• There will be no human resource rationalization as a result of this project. Increases in capacity and 

availability of resources are expected, but these resources will be deployed to other, higher value 
activities. 

• There are specific ‘black out’ periods associated with the different functional areas, during which the 
system cannot ‘go live’; these will be factored into the implementation schedule. 

 
At this stage, no cost or schedule constraints have been identified. 
 
Related Projects 
There are a number of projects that will impact Aurora these projects will be overseen by the IT 
Governance Advisory Council.  These include: 
 

• The replacement and upgrading of existing IT infrastructure around the College; 
• The College Data Warehouse project, required to support the institutional reporting, and Ministry 

Data Warehouse project, required to support the reporting needs of AVED; 
• The Post-Secondary Administrative Service Delivery Transformation Enterprise Resource Planning 

(ASDT ERP) Sector Strategy (owned by CFO & VP Finance and Administration and the Registrar); and 
• The Selkirk Data standards project. 
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Guiding Principles 
 
Project Aurora represents a major change and transition for the entire College, and must be conducted in such 
a way as to minimize the potential difficulties with the change, and to maximize the benefits from the project. 
Given the magnitude of the change, this project is also inherently risky. As is noted below, applying a 
structured project and change management process to this work is the primary risk mitigation strategy, and is 
the primary tool to facilitate a smoother transition to new, appropriate systems. However, there are also some 
fundamental principles that will guide the work on Aurora. Although these are captured in whole or in part in 
other sections of the project charter, their importance is such that they are summarized here to ensure 
adherence throughout the process. 
 

• The Project will be conducted in a collaborative fashion, with appropriate involvement of all key 
users/stakeholders.  This will include involvement in the process from other post-secondary 
institutions in British Columbia via the Post-Secondary Administrative Service Delivery Transformation 
(ASDT) Committee. 

• Business process change is always the first choice over making changes to the vendor software code. 
• Aurora will create a platform which will allow system and process functionality to continue to evolve 

to facilitate the achievement of the Academic Plan. 
• The Project is not a workforce rationalization strategy; instead any resource capacity that is freed up 

as a result of this change will be deployed on new, high value work and growth. 
• The Project will be managed via a structured process, and in alignment with the Project Management 

Institute and PROSCI. This process includes change management principles and processes, which are 
directly integrated with the approach.  Application of this structured process represents the primary 
risk mitigation strategy for the project. 

• Project Team members will be appropriately supported with ‘backfill’ resources to allow them to 
offload regular job duties, such that they can devote sufficient time to project activities. 

• No individual will be left behind – opportunity for skills development and opportunity for training will 
be provided to keep skills current with new systems and processes. 

• Milestones and project progress will be celebrated regularly in order to help maintain momentum for 
the change. 

• The Project will be conducted in such a way as to support the enhancement of the working 
environment at Selkirk for all Students, Faculty, and Staff. 

• Collaboration with VIU and BCNET to realize efficiencies and support ASDT ERP Initiative. 
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Project Scope 
 
Scope Inclusions 
The scope of Aurora is broad. Scope items are identified here at a high level for the initial charter. As per the 
normal process, scope will be refined and updated as the project progresses. Any proposed changes in project 
scope will be reviewed and approved by the Executive Sponsor prior to the change being made. 
 
The scope of Aurora includes: 

• Business requirements definition for the following functional areas: 
o Core Student System Support Services (student acquisition, curriculum management, 

registration, student finance, instruction, reporting, counselling and advising, miscellaneous & 
other education delivery) – in summary, all aspects of the student lifecycle (relative to Selkirk 
College); 

o Core Finance System (core accounting, fixed assets, treasury, accounts payable, purchasing, 
accounts receivable, grants and fund management, project accounting, reporting, financial 
planning, contract management); 

o Core Human Resources System (payroll, position control, planning, talent acquisition, 
employee lifecycle, employee development, labour relations, health and safety, benefits 
management, time and attendance, reporting); 

o College Data Warehouse, to facilitate ease of institutional reporting of data from finance, HR, 
and student systems, as well as data existing in other transactional systems like Bookstore 
System, CRM etc.; 

o Ministry Data Warehouse re-write to allow to meet the needs of reporting to AVED of data 
coming from a new Student System; 

o Information Technology, as it relates to the support of all related applications (core data 
management, privacy & security, document and records management, workflow, reporting, 
web services layer); and 

o Integration and interface requirements for all of the above with any existing related 
applications (for example library, food services, IT, Learning Management System (MOODLE), 
continuing education and workplace training, institutional research, facilities, document 
management, Electronic Data Interchanges (transcripts), advancement, bookstore, email, 
calendar, document repository, enterprise directory). 

• The collaboration of Vancouver Island University in the business requirements and software selection 
process, and coordination and liaison with VIU during their implementation project, to leverage 
knowledge and experience. 

• Determination of which existing related application requirements will be included as part of project 
Aurora, which applications will be retained and integrated with the new system, and which 
applications will no longer be required. 

• Determination of what, if any, additional applications will be required, in order to support the 
business requirements of Selkirk College. 
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• For those existing applications identified for retention and integration with the new system, as well as 
any new applications identified: development, testing, and implementation of the required interfaces. 

• Software selection, including: 
o Establishing a procurement process; 
o Development of a negotiated request for proposal, based on the requirements defined 

above; 
o All activities required for vendor evaluation (including demonstrations, site visits, focus 

groups, etc.); and 
o Negotiation and purchase of appropriate software and hardware, as well as implementation 

services. 
• Mapping and re-engineering of existing business processes in the core areas identified above, as well 

as peripheral processes as required for integration and streamlining. 
• In conjunction with process redesign, determination of changes to the organization design. 
• Determination of resourcing required for implementation, including identification and procurement of 

external resources as/if needed. 
• Management of the software vendor (and other vendors, e.g. services) throughout the project, 

including transitioning the vendor management relationship to the IT Services at the conclusion of the 
project. 

• Creation of a data dictionary and classification of data by data owners to support appropriate privacy 
and security controls. 

• Advise and support the Executive Sponsors and Steering Committee on the process of developing an 
economic model for the project to manage funding. 

• Creation and maintenance of the required technology environments (including configuration, testing, 
training, and production) to appropriate standards. 

• Configuration of the selected software to support the business requirements. 
• Implementation of the new business processes and supporting software. 
• Integration with the VIU data warehouse project. 
• Integration with the VIU data standards project. 
• Integration with the Administrative Service Delivery Transformation Enterprise Resource Planning 

(ASDT ERP) Sector Strategy, which includes regular communication with Ministry of Advanced 
Education (AVED) to ensure alignment of strategy, technology, procurement process, and 
implementation. 

• Data conversion, including data clean up on legacy systems, data mapping, and data transformation. 
• Completion of core systems disaster recovery planning. 
• Working with Selkirk College VP of College Services & CFO to establish the IT ERP Implementation and 

Support Team. 
• Retirement and decommissioning of the legacy systems. 
• Change management activities including: 
• Defining the change management strategy (including conducting a change readiness assessment); 

o Support for the Coalition (of Support); 
o Establishing and implementing the sponsorship model; 
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o Developing and implementing change management plans (including communication, 
user/stakeholder relationship management, training, sponsor roadmap, coaching, and 
creating buy in); 

o Establishing reinforcement for new behaviours; and 
o Project Review, including determining and assessing the measures of success, which will 

include completion of the project as per this Charter (on time, on budget, etc.) as well as 
measures of adoption, utilization, proficiency with the new system and processes. 

  
Scope Exclusions 
The Aurora project will not include: 

• Responsibility for implementing a ‘freeze’ on further development on the legacy systems (this is 
‘Business as Usual’); 

• Responsibility for maintaining ‘lights on’ with legacy systems during AURORA implementation (IT and 
Functional Units are responsible); 

• Responsibility for the ASDT Sector Strategy (alignment is in scope) (CFO is responsible); 
• Responsibility for securing funding for the project (CFO is responsible); 
• Issues related to the existing informal support provided by Vancouver Island University (Executive 

Sponsor is responsible); 
• Selkirk College’s IT infrastructure (IT is responsible); 
• Existing classroom technology, including all learning spaces, labs, seminar rooms and virtual 

classrooms; 
• Selkirk’s Learning Management System (MOODLE); 
• Bookstore System (Bookware/Fastlane)  
• Facilities Management System; 
• Library System and Services; 
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Preliminary Project Plan 
 
Approach 
With Project Aurora just completing the formal Project Initiation phase, the details of the approach have not 
yet been determined. There is significant information still to be collected on everything from business 
requirements and existing processes, to the selection of the specific software, to an understanding of the 
magnitude of process change work required. 
 
Based on comparisons to other projects of a similar nature, however, the expectation is that Aurora will 
proceed with a phased approach, beginning with the functional areas that are assessed to be best positioned 
to adopt the change in processes and technology. It is expected that actual implementation will be phased 
over approximately three years once implementation begins, with minor and supporting application 
integration extending for another year (approximately) beyond that time.  Data conversion and retirement of 
legacy systems will also take place in phases corresponding to respective systems ‘go-lives’. 
 
The following graphic provides a graphical representation of a possible implementation time frame and 
phasing. 
 

 
 
As the project progresses, the approach will be refined, and an increasingly detailed and accurate schedule 
developed. 
 
Budget 
Until the Negotiated Request for Proposal (NRFP) responses are received, the current stage of Project Aurora 
is not conducive to developing an accurate estimate of cost. However, based on comparisons to other projects 
of a similar size, scope, and complexity, an order-of-magnitude level estimate puts the cost between $6 million 
and $8 million, from a full cost accounting perspective. 
 

Finance System Implementation

July 2017 Kick-off October 2018 Go Live

HR/Payroll System Implementation

July 2017 Kick-off January 2019 Go Live

Student System Implementation

December 2017 Kick-off October 2019 Go Live

Proposed Implementation Schedule
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As the project progresses through each phase, an increasingly accurate cost estimate will be derived.  As per 
standard project management processes, the best cost estimate possible will be developed at the end of each 
phase, and presented to the Executive Sponsor for approval. At any stage in any phase, if better cost 
information becomes available, AND there is any deviation from the most current estimate, this information 
will be presented to the Executive Sponsor for review and approval. 
 
Preliminary Schedule 
As with developing a cost estimate at the project initiation stage, it is not possible to develop a reliable or 
detailed schedule of activities.  But, by referencing other, comparable projects, a high level list of expected 
milestone events has been developed and is presented below, along with a very approximate possible date of 
occurrence. 
 
As with the cost estimate, these dates are very approximate, highly dependent on a number of factors that 
have yet to be determined, and should be viewed as preliminary.  As per the standard project process, the best 
possible schedule will be developed/revised at the end of each phase, and presented to the Executive Sponsor 
for approval.  At any stage in any phase, if better schedule information becomes available, AND there is any 
deviation from the most current estimate, this information will be presented to the Sponsor Committee for 
review and approval. A more detailed, but still very approximate schedule has been developed and will be 
maintained and regularly revised by the project team. 
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Key Milestones 

  
  
 
Major Risks 
A Project Risk Register, which documents risks and associated mitigation strategies, has been established for 
Aurora and will be maintained separately. As the decision to implement the various mitigation strategies is 
made, these activities will migrate to the project plan. 
 
However, a few of the key risks include: 

• Magnitude of the change: Aurora will, in some way, impact almost everyone associated with Selkirk 
College, from faculty to students to staff, and almost every function the University carries out. 
Implementing this magnitude of change is inherently risky. 

• Failure to obtain project funding:  Implementing the full scope of Aurora is dependent on funding 
assistance from the provincial government, and a funding commitment that spans multiple years. 
Without this money, the project would need to be re-scoped and/or deferred. 

• (Perception of) Failure to find a suitable system: Every university/college environment is somewhat 
unique, and although there are software solutions currently in use by other institutions, no packaged 
solution will allow Selkirk College to continue to operate exactly as it does currently. There is the 
possibility that no solution currently exists that meets Selkirk College’s critical business needs; more 

Event Estimated Date

Project Initiation (Genesis) Complete (governance established, 
project and change management charter approved)

June 2016

Business Requirements Complete June 2016
NRFP for Technology System Issued July 2016
Additional Support Resources Required and NRFP issued (if 
required)

October 2016

Software Vendor Responses Received September 2016
Project Funding Determined October 2016
Software & Services Vendor(s) Selected February 2016
Implementation Begins June 2017
Finance Go Live October 2018
HR/Payroll Go Live January 2019
Student System Go Live October 2019

University Data Warehouse Go Live
May 2018, Feb 2019,  May 2020 
*VIU dependent

Ministry Data Warehouse Go Live April 2020
Project AURORA Substantial Completion December 2020

Project Schedule
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likely there is a risk that users of the system may not accept changes to business processes required 
by the new system. This is directly related to the next item. 

• Lack of support/’buy-in’ from Selkirk team members: Realizing the potential benefits of the project is 
dependent on the new system and processes being used on a day to day basis by the VIU team 
members. Failure to adopt the new platform will mean failure for the project. 

• Project delays, leading to loss of momentum: There is a finite period of time during which a team can 
effectively cope with and adapt to a change. Unforeseen schedule delays, particular on a longer time 
horizon project like Aurora, can result in a loss of morale and overall momentum, leading to significant 
negative impact to the project. 

• Ability to implement and sustain interfaces:  As the new system is implemented, there will be 
substantial work required not only to develop and implement interfaces to the applications that will 
remain outside the new system, but to also update and re-implement these interfaces, as required, as 
the successive modules of the new solution go into production. As additional modules come on-line 
there will be impacts on previously completed work which could be substantial, but also essential for 
the proper function of the new system and processes. 

• Maintaining existing service levels:  Level of service for existing systems will be impacted during the 
timeframe that the legacy replacement is underway. 

• Resourcing:  Selkirk College will not be able to provide the staff resources required to undertake the 
legacy replacement initiative. 

 
Please refer to the Aurora Risk Register for more detail, but note that the structured process and change 
management approach that will be implemented as part of Aurora is the primary mitigation strategy for the 
risks identified here and in the register. 
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Procurement Strategy 
 
Aurora’s procurement process will be consistent with government standards, and a detailed procurement 
strategy has been developed. Highlights of the process include: 

• The process will be overseen by Kathleen Hayden (VIU Manager of Purchasing), operating as an 
Aurora team member (Lead for Procurement); 

• The primary focus of procurement will be on the evaluation and selection of a software (and 
associated maintenance) solution, and the negotiation and contractual arrangement with the selected 
vendor; 

• Software selection team members have been identified and will be involved throughout the process, 
beginning with establishing evaluation criteria, reviewing the NRFP, evaluating proposals, participating 
in software demos, site visits, in depth Q&A with software vendors, and ultimately making a 
recommendation to the Executive Sponsor on which system to license; 

• The procurement will be conducted as a ‘negotiated process’, effectively meaning discussions and 
negotiations will be conducted with the top ranked vendor(s) prior to selection to ensure the best 
value is achieved; and 

• Contract negotiations with the selected vendor will be conducted by a Selkirk College team with 
external legal support as required. 

A full description of the Aurora procurement process is documented in the procurement strategy and is 
available upon request. 
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Transition to Operations 
 
Selkirk’s Project Aurora Steering Committee will work with the Executive Sponsor in identifying and 
transitioning ongoing operations of the new ERP system to the Sustainment Sponsors.  
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Users/Stakeholders 
 
A detailed process of identifying all groups impacted by project Aurora is already underway, and the 
stakeholder mapping and management plan will form part of the ongoing deliverables in the initial phase of 
the assignment. That plan can be referenced for further detail. 
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Change Management 
 
As noted elsewhere in the Charter, change management will be integrated directly into the project approach. 
As such, specific change management activities have been included as part of the project scope, reporting 
process, and project organization structure, and will not be duplicated here. As elements of the change 
management plan are developed, they will be communicated, implemented, and integrated as the project 
progresses. 
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Project Governance 
 
The governance structure of Aurora has some unique features, primarily due to the magnitude of the change 
being undertaken. The following section provides an overview of the structure and approach. 
 
Project Organization Chart 
The following graphic shows the relationships among project team members.  Note that this representation 
depicts the relationships from a project perspective only, and does not reflect operational reporting. 
 

Project Sponsor
(Gary Leier)U4 Project SponsorAdvisory Committee

(determine need)

Coalition of Support

Steering Committee
(Chaired by Project 

Sponsor – Gary Leier)

Implementation Committee (SMEs and 
Super-Users per Functional Area)

Project Aurora 
Transformation LeadU4 Project Manager

Selkirk Board
President

(Angus Graeme)

Cathy 
Mercer

Barb Ihlen

Darrell 
Hicks

Arleen 
Gallo

David 
Feldman

Finance Academic/
Student IT HR/Payroll

U4 Implementation 
Consultant

U4 Technical 
Consultant

Project 
Manager

Resources:
Business Process

Marketing

Selkirk Project Aurora

IT Advisory Council
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Roles and Responsibilities 
The following sections provide a brief overview of the roles and responsibilities of the Project Team members. 
 
Executive Sponsor 
The role of the Executive Sponsor is to: 
Champions the project direction and ensures the project receives focus and energy at the leadership and 
project team level by 

• Cultivating management support of the project 
• Ensures that the financial resources are available including those provided through provincial and 

Ministry connections as well as internal financial resourcing 
• Approves and commits the human resources and other resources required to meet the project 

objectives and controls the budget 
• Approves and signs off on major project phases 
• Approves or disapproves continuance of the project including taking ultimate responsibility for any 

timeline slippage 
• Participates visibly throughout the project by actively supporting the work and removing obstacles for 

the project team 
• Clarifies roles and establishes expectations with mid-level and frontline managers 
• Solicits and listens to management feedback 
• Participates in change activities and builds excitement and enthusiasm for the project 
• Communicates the end vision to impacted groups 
• Creates awareness about the specifics and need for the change 
• Builds a coalition of sponsorship by engaging with stakeholders across the institution 
• Encourages senior leaders to participate and support the change 
• Chairs the project steering committee 
• Works closely with the project team and external project resources 
• Identifies and transitions Sustainment Sponsors for the ongoing operations of the new ERP system 

 
Project Aurora Transformation Leader 
The role of the Project Aurora Transformation Leader is to:  

• Works closely with the Executive Sponsors, Selkirk’s Project Aurora Steering Committee, project team 
and external resources (consultants and VIU Project staff) to oversee the successful completion of the 
project as specified in the most recent Charter. 

• Oversees the activities of the project team with support of external project resources. 
• Provides regular communication to the Executive Sponsors on project status and issues. 
• Acts as the point person and liaison with VIU. 
• Works with the Executive Sponsor, external resources and internal team members to develop the 

detailed project implementation plan, resource assignments, and costing according to the Project 
Management Guidelines for Success (as per the Project Management training delivered to Selkirk 
College which is aligned with Project Management Institute body of knowledge) 

• Provides regular reporting on implementation progress, costing, and resourcing. 
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• Identifies all AURORA stakeholders (those impacted by the project) to create a stakeholder map 
(which identifies the group, project impacts, outcomes of the impacts, etc.) 

• Develops and implements change management strategies inclusive of engagement and 
communication strategies for each Stakeholder group according to ProSci Change Management 
principles and approaches.   This includes: 

o Assisting to define and document the change management strategy (including conducting a 
change readiness assessment) 

o Developing and implementing change management plans (including communication, 
user/stakeholder relationship management, training, and sponsor roadmap) 

o Supporting other project team members in implementing the change management plan 
o Establishing reinforcements for new behaviours 
o Facilitating the Project Review, including assessment of benefits (including determining the 

measures of success, which will include completion of the project as per this Charter (on 
time, on budget, etc.) as well as measures of adoption, utilization, and proficiency. 

• General written communication for project updates, sponsor status reports, various stakeholder 
communications. 

• Developing presentations and scripts for the Executive Sponsors, the Project Steering Committee 
members, other members of the coalition of sponsorship, and other project team members in the 
course of implementing the communication plan. 

• Coordinates the activities of identified Project Coordinators, Functional Leads, and other project team 
members. 

 
Project Steering Committee 
The responsibilities of the Project Steering Committee will include: 

• Approve the Project Management Plan (scope, schedule, budget and deliverables) 
• Monitors the scope of the project (approves changes in scope, schedules, cost and deliverables) 
• Monitors the project evolution such as major milestones and critical decisions through regular 

scheduled reviews (formal and informal) 
• Ensures project communication by providing communications between senior management and the 

project team 
• Formally accepts the final project outcomes 
• May resolve issues not resolvable/enforceable by the Project Aurora Transformation Lead 
• Champion the project internally at Selkirk as part of the coalition of sponsors; 
• Advise the project team on issues and assist with decisions related to the project; 
• Ensure all stakeholders/users are appropriately represented to the project; 
• Make recommendations to the Executive Sponsor as required; and 
• Work with the Executive Sponsor in identifying and transitioning ongoing operations of the new ERP 

system to the Sustainment Sponsors 
 
External Implementation Support 
External resources will include consultants and VIU support. 
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Functional Leads 
The Functional Lead role is tasked with making major systems configuration decisions and approving 
configuration choices of the Functional Team Members. This will include decisions on business process 
changes and requirements. 
 
The Functional Leads will be identified in these areas  

• Student Systems - Registrar  
• Human Resources & Payroll (shared) - Director of HR  
• Finance & Payroll (shared) - Director of Finance  
• Academic - Dean  

 
The functional leads will not be full-time, day-to-day members of the project team – that is the role of the Day-
to-Day Functional Lead. 
 
 The responsibilities of the Day-to-Day Lead role includes 

• Identifying the business requirements in each of the core areas; 
• Translating the requirements into software and associated configuration requirements and associated 

business processes; 
• Working as part of the team, leading the configuration of the software and business processes; and 
• Liaising with the Functional Lead in each area to ensure approval of major system configuration and 

process issues. 
 
The Day-to-Day Leads are 

• Manager of Accounting and Payroll – Justine Jarrett 
• HR Advisor – Liana Zwick 
• IT Manager of Ops/Application – Marianne Walsh 
• Associate Registrar – Jim O’Meara 
• Dean, AUD & UAS – David Feldman 

 
The Day-to-Day Technical Lead associated with each area, will be: 

• It Manager of Ops/Application – Marianne Walsh  
 
Subject Matter and Process Experts Group 
These resources are responsible for providing specific input, advice, knowledge and expertise in the functional 
and business area, and in relation to the various activities undertaken by the project team. They will begin this 
work with the definition of business requirements, and will continue until implementation is complete. 
This group may include external advisors. 
 
Procurement and Vendor Management Lead 
The purpose of this role is to facilitate the procurement process for software, service providers, and other 
resources required by the project team specific to the NRFP. 
This role is filled by Kathleen Hayden from VIU. 
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Coalition of Support 
Although the Executive Sponsor has formal responsibility for the Sponsor role, the project must be supported 
by a broader group of the organization’s leaders – this broader group is designated the Coalition of Support. 
These individuals are responsible for supporting the Executive Sponsor and the project team in the change 
management process.  This includes: 

• Championing the project internally within Selkirk College; 
• Remaining updated and current on the project progress and issues; 
• Advising the implementation team on issues and assisting with decisions around the project, as 

required; and 
• Assisting the Implementation team in ensuring all stakeholders/users are appropriately represented to 

the project. 
 
Status Reporting and Communication 
Project status reports will be produced regularly.  Status reporting needs will be continually assessed in 
conjunction with the change management process, and frequency, format, content, and target audience will 
evolve as the project progresses. 
 
The Project Steering committee will meet monthly (or more frequently as circumstances require.) 
The Core Implementation Team (currently known as Project Sponsor Update Meeting) will have a status 
meeting bi-weekly during the initial stage of the project, moving to weekly as implementation commences. 
 
Executive Sponsor will meet in person the Project Aurora Transformation Leader bi-weekly and other members 
of the project team as needed.  An assessment of additional regular meeting requirements is currently taking 
place, with additional meetings convened as required. 
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Change Control 
 
Project Aurora has a specific objective to achieve, performance criteria to attain, a specific scope of work to 
complete in support of that objective, and constraints which must be met during the process. These 
parameters form a combination that, if successfully achieved, represent success for the implementation. 
Conversely, an unapproved change in any of these parameters may result in a project judged to be 
unsuccessful. 
 
The purpose of the change control process is to attempt to ensure that none of the above parameters are 
changed without a conscious decision (which is also documented) by the sponsors, based on a full 
understanding of the implications of the change. 
 
The purpose of the change control process is NOT to ensure that the above parameters do not change. On the 
contrary, the business environment is not static, and to expect that there would be no requirement to modify 
some aspect of a parameter is not realistic; worse it may result in a deliverable that no longer meets the 
requirements of the business. 
 
The change control process can be summarized as follows: 

• A situation occurs which appears to require a material change to one or more of user requirements, 
scope, or the constraints, in order to meet the project objectives (all as defined in the Project 
Charter). This situation would usually involve the discovery of additional information. Examples could 
include: 

o The discovery of a previously undefined user requirement; 
o A previously unidentified technical challenge in fulfilling a requirement; 
o A key resource is suddenly unavailable to the project team; or 
o A change in the operating environment of the business changes the project objectives. 

• The situation is brought to the attention of the project team. The situation may be identified by any 
member of the project team, or a resource external to the team; however, it is most likely to be 
identified by one of the core team members. 

• The Project Aurora Transformation Lead, working with the appropriate team resource, clarifies the 
situation, assesses and quantifies the impact of the situation on the project, develops an approach for 
dealing with the situation, and documents the situation, impacts, and proposed approach and 
implications. The team may also consult with the Project Steering Committee. 

• The PATL presents the situation and supporting documentation to the Executive Sponsor for a 
decision on how to proceed. 

• The Executive Sponsor (or delegate) signs-off on the recommended approach. 
• The PATL updates the Project Charter, and the specific parameters impacted by the change (e.g. the 

timeframe, cost, detailed development and implementation plan, etc.). 
• The revised Charter and updated parameters become the new measures of success for the project. 
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The change control process is illustrated graphically as follows: 
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