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Paper B: Options for consideration
The project team have reviewed the work remaining with a view to prioritising the most important work within the remaining budget.  This paper summarises the key decisions.
The board is requested to endorse these recommendations.					
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As stated in Paper A, the budget remaining for this project is 159 days.  This is not sufficient for all the remaining work to be completed.
	The current estimates for the remaining work packages are as follows:
· Phase 2: Migrate Inbound Services (Golden Copy Connectors) – 45 days remaining
· Phase 2.5: Email provisioning to IDM – 47 days
· Phase 3: Pull services &  Phase 4 Grouper – 80 days 
· IDM Database migration – 35 days
It should be noted that these estimates are approximate.




If the board approves the recommendations below, this would give an estimate to complete of 160 days.
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The aim of Phase 2.5 is to make the IDM the golden copy for information about which e-mail service will be provisioned for each user.
Deliverables:
· Staffmail/Office 365 service determined by IDM and Staffmail accounts only provisioned if needed
· Gold master data for mail service held in IDM and available to other systems
With the completion of the project to migrate Exchange to Office 365 for staff, we are in a better position to judge the effect of this work and to estimate the effort required.
In addition, the project to upgrade MyEd is implementing functionality that will show members of staff only the portlet that corresponds to the mail service that they use.  This change in MyEd will address one of the major support issues in the current mail setup.  Behind the scenes, the duplication of provisioning will still remain and this will have some potential to cause problems.
Recommendation:  Given that the MyEd project will be reducing the support burden, the project team recommend that Phase 2.5 is descoped from the COM007 project.   
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The project team have re-estimated Phases 3 and 4 in the light of experience gained from Phase 1.  Phase 3 is a small amount of work and as such the team recommend that the two phases be combined, to save time on testing and deploying two separate releases.  This is expected to save 10 days from the total effort.
Phases 3 and 4 are required as part of the compliance nature of the project, in order to decommission the Oracle SOA Suite 10g.
Recommendation: To proceed with a combined Phase 3 & 4.
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Early in the project, there was an intention to migrate the IDM Database from Oracle 10g running on the old Solaris infrastructure to Oracle 11g running on the new Linux database servers.  This work was never estimated and the previous project manager did not include it in the project plans.
Migration of other databases to the new hardware has shown significant performance improvements.  The scale of improvements is hard to judge in advance as it depends on the precise nature of the application and the workload it generates on the database.  The improvements are most marked when running large single-threaded computations on the database server itself.  In the case of the IDM, the ageing processes fall into the category and we would therefore expect noticeable improvements by migrating to the new architecture.
If this migration work is not undertaken by the COM007 project, the programme will have to find some other project to migrate the database before Oracle 10g goes out of support.  The programme currently has no such budget available.
In addition to migrating the databases themselves (Dev, Test and Live), this work would also migrate the connectors to upstream and downstream systems.
Recommendation:  The project team recommend to migrate the database if sufficient budget remains after completing phases 3 & 4
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If the project pursues the current plan, the budget will allow the completion of Phases 2 and 2.5 but would be 20 days short of the effort required to implement Phases 3 and 4.  This is without any allowance for contingency.
The project team is instead recommending that Phase 2.5 be dropped. The Project should complete Phases 2 and the combined phases 3 & 4.  If sufficient budget remains, the project should then migrate the databases.  The projected cost of this approach would be 160 days, which would fit closely to the actual budget of 159 days.
Given the history of overruns on previous estimates, the project should regard the completion of the database migration within budget as at risk.  The project team will need to focus clearly on completing tasks within the estimates given.
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