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[bookmark: _Toc163658057]Introduction:

TU Dublin users (staff, students and affiliates) may request ICT support and assistance from Technology Services (TS).
Requests for resources from other areas within Technology Services are often required as part of cross-team work.  These requests should also be channelled via the ICT Project Office if related to non-Business-As-Usual tasks.  (Please refer to the INTERNAL TS document).
Technology Services resources may be required for technical consulting and/or technical implementations.  Technology Services can help with Incidents and Service Requests.  These requests should be channelled through the Technology Services call-logging system, Ivanti.  Self-service logging is available at https://www.tudublin.ie/connect/technology-services/need-it-support/

Definition of an incident:  An incident is defined by ITIL as any break in the standard operation of a service that causes or might cause an interruption or reduction in the quality of that service[footnoteRef:2], e.g. password resets, device issues, connectivity issues. [2:  https://help.ivanti.com/ht/help/en_US/ISM/2021/user/Content/ServiceDesk/Incidents/About-Incident-Management.htm ] 

Incident Categorization:  Generally a small piece of work taking approximately less than 3 working days to implement, or a break/fix.

Definition of a Service Request:  An end-user request that is not a failure (incident) is a request for service (service request)[footnoteRef:3], e.g.  [3:  https://help.ivanti.com/ht/help/en_US/ISM/2021/user/Content/ServiceDesk/ServiceRequest/Service_Requests_.htm#:~:text=An%20end-user%20request%20that%20is%20not%20a%20failure,%28incident%29%20is%20a%20request%20for%20service%20%28service%20request%29.
3https://help.ivanti.com/ht/help/en_US/ISM/2021/user/Content/ServiceDesk/Change/Change-Approval-Boards.htm] 

-	advice on the technical elements that should be included for procurement and tenders.
-	advice on the purchase of servers and storage.
-	advice on software available for use and on evaluating possible new software.
-	advice on data security and the compliance process for external hosting of TU Dublin data. 
-	configuration of approved new software/services for Single-sign-on (SSO) for ease of logins.
-	integration of new software/services into existing TU Dublin Systems.
-	firewall changes to enable/disable access to systems.
Service Request Categorization:  Generally a small piece of work taking approximately less than 7 working days to implement, e.g. a change/add/remove request re a service/system.

Some Service Requests may require technical changes to systems/services that must be approved via the TS Change Advisory Board (CAB) which oversees technical changes.  This may require a user providing further information via a form and/or a wait for approval.  Sufficient notice should always be given if possible.  There are procedures in place for emergency changes.
A change request, after assessment/discovery, will be implemented as a work package or a Service Request as appropriate, depending on the effort or complexity involved.

[bookmark: _Toc163658058]ICT Project Office

Following review of a Service Request, Technology Services may pass the request to the ICT Project Office for tracking of the work package.  This may be due to the requirement for liaison between with multiple TS teams as the piece of work is more complex and will consume more varied resources.  In this case, the ICT Project Office will gather more information and details to assist in the assignment and scheduling of work by Subject Matter Experts (SME’s) in TS teams.

Definition of a Work Package:  Generally a larger or more complex piece of work than a simple service request.
Work Package Categorization:  Generally a larger or more complex piece of work taking approximately more than 7 working days to implement, e.g. a change/add/remove/reconfiguration/integration request re a service/system.
Some larger work packages may be categorized as projects following review by the ICT Project Office.  Items will be added to the TS project or work package pipeline by the ICT Project Office for tracking and reporting.
Definition of a Project:  Generally a larger or more complex piece of work than a Work Package.
Project Categorization:  Generally a larger or more complex piece of work taking approximately more than 28 working days to implement. 
Any major University projects must be submitted to the TU Dublin Portfolio Management Office and be approved by the New Project & Programme Approvals Sub-Committee for inclusion in the Governance Framework.  Refer to Appendix D for details of the qualifying criteria used.

Please contact the Technology Services ICT Project Office as early as possible (pre procurement) if you are considering any of the above.  Technology Services' resources are allocated to commitments across the University and work packages must be scheduled into the TS workplan well in advance.  Resources can only be allocated to projects and work packages that support the TU Dublin Strategic Plan.
Please submit service requests including details via the Technology Services Support Desk-https://tudublin-amc.ivanticloud.com/Modules/SelfService/#serviceCatalog
Requests will be followed up and you will be asked to complete a form providing full work/project details, e.g. approval, outcomes, alignment to the TU Dublin Strategy, TS resource requirements, etc.
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When working with Functions/Schools, the ICT Project Office expects a collaborative relationship with responsibilities being held and carried out by both parties.  This is in line with the Partnership Agreement developed between Technology Services and Faculties and Schools[footnoteRef:4].  Projects and work packages progress best when project governance is in place.  Even for smaller pieces of work, the basic concepts apply. [4:  Technology-Services-Partnership-Agreement---Final.pdf (tudublin.ie)] 
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A. Kelso, TU Dublin PMO, Feb ‘23.
When being presented with a request for resources, Technology Services needs to know -
Why the work is being considered.  What is the problem being addressed.  Does it address an item on the TU Dublin Strategic Plan?  Only projects considered to do so will be facilitated.  Full information must be given for evaluation.
What is the deliverable at the end of the piece of work. Scope must be clearly defined.
How will the deliverable be achieved, the work packages that need to be completed.  Technical detail on this is very important.  An apparently simple request to integrate a system can include many different technical work packages that will require Technology Services resources.
During any work, resources from the TU Dublin Function/School will be required to work with Technology Services to carry out testing, User Acceptance Testing (UAT), activities relating to a cut-over to Production and Go-live planning and communications.
When does it need to be started, executed, completed?  A schedule with milestones is required.
By Whom is the work carried out?  This can only be ascertained if TS has full visibility of the “How” as this indicates the work packages, and therefore the resources required.  It may not be possible to immediately facilitate pieces of work that have not been defined as part of the request if they come to light later.
How Much will this work cost?  The TU Dublin Function/School may have a budget but if there are costs to be incurred for the technical work, including perhaps bringing in third parties, the budget must also cover that work.  Technology Services’ budget does not cover such extra costs for non-TS projects.
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	Role
	Responsibility
	When

	Step 1:  
Submit request for TS advice (procurement/tender/equipment)
Or
Submit request for TS resource.
	TU Dublin.
	As early as possible once a need has been identified or a tender is required.

As early as possible once technical work is identified

	Step 2:
Gather technical requirements from stakeholders, including 3rd party suppliers etc. if necessary.
	Technology Services & TU Dublin.
	Once an official request has been received via Step 1.

	Step 3:  
SME Teams are engaged for review, discovery and follow-up.
	TS.
	Further review and discovery follows Step 2.

	Step 4:  
Service Requests, Work Packages or projects will be scheduled and tracked.
	Technology Services & TU Dublin.
	Requests for TS resources will be submitted to the relevant team Manager(s) for allocation and scheduling.  Dates and resources will be agreed between both parties.

	Step 5:  
Work progresses as per project/task plans.
	Technology Services.
With relevant input and liaison as required with TU Dublin.
	As required.

	Step 6:  
Project or work packages complete and close.
	Technology Services & TU Dublin.
	On completion.



Please refer to the ICT Project Office webpages for further information and to access this Guidance document.
https://www.tudublin.ie/connect/technology-services/about-us/enterprise-systems-and-planning/ict-project-office/
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Cut-over activities:  Tasks that are required to facilitate Go-Live or a Go/No go.
[Project] Board:  body that provides sponsorship to a project, programme or portfolio. The board will represent financial, provider and user interests.3
Budget:  The agreed cost of the project or a quantification of resources needed to achieve an activity by a set time, within which the activity owners are required to work.3
Business-as-usual:  An organisation’s normal day-to-day operations. Also referred to as steady state.3
Change control:  The process through which all requests to change the approved baseline of a project, programme or portfolio are captured, evaluated and then approved, rejected or deferred.3
Communication plan:  A document that identifies what information is to be communicated to whom, why, when, where, how, through which medium and the desired impact.3
Go-Live/Move to Production: 
Decision is made that project work and testing is complete and system/service may go live/into production.  It then becomes part of Business-as-usual (BAU).
Go/No go:  A form of control where a decision is made whether or not to continue with the work.3   (During a project timeline.)
[bookmark: _Ref149916890]Milestone:
Milestone:  A key event selected for its importance in the schedule commonly associated with tangible acceptance of deliverables.3
Milestone:  Milestones indicate specific progress points or events in project timelines. They mark progress needed to complete projects successfully.[footnoteRef:5]   [5:  The Complete Glossary of Project Management Terms |Smartsheet
3 Project management Glossary | Terms used by project professional (apm.org.uk)] 

Owner:  The person or organisation for which the project is ultimately undertaken and who will own, operate and benefit from the facility in the long term.3
Project management plan (PMP):  The output or process of integrated planning for a project or programme.3
Project objectives:  Those things that are to be achieved by the project, which usually include technical, time, cost and quality objectives but may include other items to meet stakeholder needs.3
Project risk:  The exposure of stakeholders to the consequences of variation in outcome.3
Project roles and responsibilities:  The roles and responsibilities of those involved in the product; for example, the sponsor and project manager.3
RAG (Red, Amber Green) project monitoring:
Also known as Traffic light reports:  A type of progress report that explains the current status of the programme or project in the form of a traffic light colour, for example red 5 problems, amber 5 some concerns, green 5 no problems.3
Resource plan:  A part of the project management plan that states how the project will be resource loaded and what supporting services, infrastructure and third party services are required.3
Resource requirement:  The requirement for a particular resource by a particular activity.3
Risk:  The potential of a situation or event to impact on the achievement of specific objectives.3
Scope:
Scope:  The totality of the outputs, outcomes and benefits and the work required to produce them.3
Scope of work:  A description of the work to be accomplished or resources to be supplied.3
Scope:  The scope of a project constitutes everything it is supposed to accomplish in order to be deemed successful.2
Scope change:  Any change in a project scope that requires a change in the project’s cost or schedule.3
Scope creep:  The term sometimes given to the continual extension of the scope of some projects.3
Task:  In project management, a task is a unit of work or activity needed for progress towards project goals. Typically, a task must be completed by a set deadline. Tasks may be further broken down into assignments or subtasks.2
Transition from Project to Operations: -
Transition:  The fourth phase in a linear cycle where results are handed over, commissioned and accepted by the sponsor, culminating in formal closure.3  
User Acceptance Test (UAT): 
User acceptance test:  A formal test or series of tests to demonstrate the acceptability of a product to the user.3
Work package:  A discrete element of project scope at the lowest level of each branch of the work breakdown structure. Collectively, the work packages specify all the work and products included in the project.3
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Projects may be given a RAG (Red/Amber/Green) status by Project Managers when tracking issues and progress.  Some examples of criteria which may be adopted are below:
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In general, a project has a number of phases.  These may be classified as:
· Pre-project
· Initiation
· Planning
· Execution
· Closure
It is important that Technology Services is contacted during the pre-project or initiation stages of any project or piece of work.

Some examples of what is included in each phase are:
[image: ]
20221028_OPS_Action-10-Public-Service-Project-Management-Handbook.pdf
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Guide-to-Project-Management-Department-of-Education-2021-.pdf (ops.gov.ie)

LinkedIn Learning offers many courses on Project Management if training is required.  Access via your TU Dublin account.  https://linkedin.com/learning
[bookmark: _Toc163658065]Appendix D:  TU Dublin Project Governance Framework:


Any major projects must be submitted to the TU Dublin Portfolio Management Office and be approved by the New Project & Programme Approvals Sub-Committee for inclusion in the Project Governance Framework.  Criteria below:
[image: A close-up of a diagram

Description automatically generated]



[bookmark: _Toc163658066]Appendix E:  Example usage of the procedure:

Request:  Service Request is logged via the Support Desk to the ICT Project Office with a request to set up SSO with a new application for a School.
ICT Project Office reviews requirements and logs it as a Work Package as it involves more than 1 TS team and requirements are not fully detailed.
Security team, a Security and/or Compliance Officer is engaged to review security around data and retention, and advise on the need for a DPIA and CSPAG application and approval.
Infrastructure team, an Azure GA is engaged to review the SSO piece of work.
Infrastructure team, a Firewall Administrator is engaged to review any firewall changes required for the new application.
SME’s liaise with the requestor re technical details and requirements.
TS Senior Managers and/or Team Leads estimate and schedule the work and update the ICT Project Office pipeline list.
TS teams work with the requestor to complete the work and close the work package.

Request:  A user emails the Project Office to ask for assistance in reviewing a tender for an academic software, it is undecided whether SSO is required.
ICT Project Office reviews requirements and logs it as a Work Package as it involves more than 1 TS team.
Security team, a Security and/or Compliance Officer is engaged to advise on questions to be included in the tender criteria.
Infrastructure team, an Azure GA is engaged to advise on questions to be included in the tender criteria re. the possibilities for use of SSO if required.
Infrastructure team, a Firewall Administrator is engaged to advise on questions re details of required firewall changes required for the new application.
SME’s liaise with the requestor re technical details and requirements for the tender or channels responses via the ICT Project Office.
ICT Project Office pipeline is kept updated and work package is closed when complete.
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