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1.  Introduction
1.1 Purpose

This document defines the major aspects of the project and will form the basis for its management. 

There are two primary uses of the document: 

· To ensure that the project has a complete and sound basis.
· To act as a base document against which the project can assess progress, change management issues, and ongoing viability questions.
1.2 Background
The recent Quality Process Review produced recommendations including the following:

· Develop e-enabled processes for distribution of material to panels and collection of external examiner reports

· Re-engineer and e-enable the student handbook and programme specification, providing exemplars and templates online.

· Redesign and implement a streamlined e-enabled Annual Monitoring process and provide exemplars and templates online
These recommendations highlight the need for greater application of IT capabilities to speed up and streamline business processes across the University. This project will address the above recommendations from the Quality Review and also address the wider issues associated with duplication of course information across the institution in a 2 phase process:
Phase 1 – Will e-enable the collection and distribution of external examiner reports, streamlining the associated administration processes. This Phase will also produce a process and information management model describing the University’s best recognised practice for its quality and curriculum development processes. The model will then be used to scope and prioritise system development opportunities to be taken forward in the next Phase (i.e. an implementation roadmap)
Phase 2 – Will then include the specification of new e-enabled processes, and the development and implementation of new systems to support quality and curriculum development. Phase 2 will be a staged approach based on the priorities identified in Phase 1. Phase 2 will therefore see the implementation of the remaining recommendations from the Quality Review.

During both Phase 1 and Phase 2 the project will seek to identify and implement quick wins, this may include interim solutions, process changes etc.
Project Definition
1.3 Business Case

This section covers the outline business case for both phases of the project and prerequisites needed if the benefits are to be realised.
Currently, University information exists in 'silos' which presents a range of problems.

· Departments and individuals maintain independent stores of documents and information that are inaccessible from other systems. As a result of this, significant work is needed to take data from one system, manipulate it and enter it into another system. 

· Because information cannot be drawn from these independent silos, communication is made harder, e.g. communication of module withdrawals between faculties has failed in the past.

· Business processes are duplicated as the same information is entered into different systems. Re-entry potentially introduces errors in the information. Staff look up information from systems to manually enter into forms with similar potential for error and redundant effort.

· Documents are regularly based on old versions or templates that are locally available, which may not be the most up to date and accurate. Hence, such documents can contain obsolete information, e.g. documents still referring to long defunct faculty and service names or worse. Administrative staff have to invent their own manual systems to manage document versioning.

· Lack of information integration means that staff and students have to visit multiple systems or rely on administrative support to get the information they need for daily work.

· Where electronic documents are used, often they are formatted to be used as printed forms using tables. This makes cutting and pasting between documents difficult, resulting in unnecessary effort spent on formatting rather than content.

· Distribution of documents to committees and panels is mostly done by manual printing and mailing processes which involve significant cost, time and effort.

The term “course-related information” refers to documents and information created and used in the design, QA and advertising of a course, e.g. during planning, validation, monitoring/review and promotion (for example, via course information on the University web site).

1.3.1 Benefits

The e-enabled external examiner processes will have an electronic store for external examiner reports which can be shared across the University. External examiner reports will be captured electronically and automatically delivered to the appropriate recipients with notification to QIS staff. Information used in tracking external examiner reporting will be automatically drawn from other systems. The format of the electronic documents will be designed to conform to accessibility, inclusion and usability best practice. The benefits from this will be as follows:
· Implementing information and document stores that share information across the University with support for document versioning will
· avoid redundant effort involved in taking data from one system, manipulating it and entering it into another system

· reduce the number of out of date and inaccurate documents

· make gathering and communicating information from multiple systems easier, reducing the amount of time and effort spent on non value-added activity

· Drawing information from systems to automatically populate sections of forms rather than re-entering it will 

· reduce errors in the information entered
· reduce the time spent on processes

· Automatically capturing and delivering electronic documents in business processes will
· improve the speed of business processes

· avoid manual distribution effort

· avoid printing costs
· Revising the format of documents according to accessibility and inclusion best practice will

· ensure documents can be used by all appropriate staff and students 

· avoid unnecessary effort on formatting rather than content.
The following business benefits (that should accrue from the above) relate to the Quality Review:
· Reduced administration workload involved in recording and distribution of external examiner reports

· Reducing the leadtime in distributing reports

· Earlier notification and facilities to follow up late and non-submission

The implementation roadmap will identify the developments, priorities and benefits for the next phase of developments 
1.3.2 Prerequisites
The  e-enabled external examiner processes will be built on a document management platform that is compatible with the University’s IT architecture and strategy. In the event that the University adopts a corporate document management system, some elements of the solution may need to be re-engineered onto the new platform, when it becomes available.
1.4 Project Objectives

The objectives of the project are as follows:
· To gather requirements from stakeholders involved in curriculum design processes across the University to ensure that solutions are pragmatic and will work in each area.

· To ensure that any technical developments and solutions are business-driven rather than IT-driven and reflect the University’s priorities and strategic objectives.

· To identify a recognised best practice baseline process model capturing external examiner reporting processes, the information used and the IT systems that store and manipulate it. This will enable the identification areas where application of IT capabilities can streamline the current processes.

· To develop a ‘to be’ model to act as a blueprint for implementing e-enabled external examiner processes.

· To implement a new e-enabled external examiner reporting process 
· To apply the same modelling approach to the management of course-related information in the wider scope of curriculum design as a whole. This includes all the quality processes and course related information (including information on the University web site). The output from this will be an implementation roadmap detailing how the same improvements can be made to the curriculum design processes as a whole.
· To ensure technical solutions are
· developed with active representation and participation of key stakeholders such as Information Services, Faculty Quality teams and QIS to ensure sustainability
· developed in accordance with University IT strategy, architecture, governance and operational models

· designed to meet recommendations from the QAA audit.

· To ensure all documents and systems developed are designed to conform to inclusivity best practice.
· To evaluate the methodology used in both Phase 1 and Phase 2 and make recommendations for its future deployment 

1.5 Project Scope

1.5.1 In scope
Phase 1 technical development will e-enable processes for management and reporting of external examiners  reports to committees, panels and administrative and academic staff.
The course-related information management model and implementation roadmap will examine all processes in the curriculum design domain including the following areas:

· Design and Revision of Awards & Programmes

· Design and Revision of Modules

· Award Information Management

· Award & Programme Reviews
· Annual Monitoring

· Course-Related Information Publication (e.g. online programme specifications, student handbooks)

The scope includes FT, PT, and Employer Engagement.

Processes involving SURF and UK Partnerships are also in-scope where they share the same processes as on-campus awards (e.g. annual monitoring, award reviews etc)
1.5.2 Out of scope

The project does not include:

· Overseas partner quality processes which were not reviewed in the original quality process review.
· Research

Delivery Strategy
1.6 Approach 
A multi-disciplinary project team will be formed to develop the business requirements and technical solutions. 
The process modelling described below will build on the processes already documented by the Enable Project (in the Interim Report) and in the Quality Review. However these models need to be expanded to identify where and how information is stored. This includes identifying the IS systems (e.g. TheSIS+, Tridion etc), local databases (such as Access, Excel etc) and manual data sources.
The major stages in the first phase of the project will be as follows:
1.6.1 External Examiner Process Modelling
· Stakeholders will be identified and consulted to determine their requirements and priorities. 
· An ‘as is’ baseline architectural model will be created 
· to develop a detailed understand of the existing processes. 
· to define the key business requirements to be addressed, and the constraints that must be dealt with

· A ‘to be’ architectural model will be created 
· to capture a vision of the e-enabled process to serve as a blueprint for the e-enabled prototype

· to demonstrates that the business requirements and constraints are addressed in the solution

· The architectural models will capture business processes, but will also include data and IT systems.
1.6.2 E-enabled Prototype Development

A prototype with limited functionality will be developed early in the project to facilitate detailed requirements gathering from stakeholders. This will give stakeholders something tangible to offer feedback about. It will also allow the development team to investigate and address technical and operational issues and risks to ensure the solution is fit for purpose.
1.6.3 E-enabled Process Refinement
This stage is concerned with turning the prototype e-enabled processes into production-ready processes to ensure they are sustainable and supported in the University environment. Technical refinement will consist of adding functionality with continuous feedback from stakeholders to address any outstanding requirements.
Working with information services and other key stakeholders, the roles and responsibilities of the e-enabled processes will be defined and implemented to ensure technical and operational support for the e-enabled processes.
The e-enabled process will be implemented which will include:

· Changing existing business procedures where required

· User training where appropriate

· Communication, briefing and if appropriate training of external examiners

· Handing over the system to operational support

1.6.4 Implementation Roadmap Development
The same modelling approach will be applied to the management of course-related information in the wider scope of curriculum design as a whole. This will involve creating a baseline model to develop a detailed understanding of best practice in current processes. From this, an implementation roadmap will be derived.

At the end of the phase 1, the course-related information management roadmap will be presented to the Project Board for consideration. The roadmap will show how the other processes in the curriculum design domain can be e-enabled.
1.6.5 E-enabled Processes Go Live

The e-enabled external examiner processes will be launched replacing the current processes.
1.6.6 Phase 2

Phase 2 will follow the implementation roadmap identified in the first phase and will include:

· Developing e-enabled processes for distribution of material to panels

· Re-engineering and e-enabling the student handbook and programme specification, providing exemplars and templates online.

· Redesigning and implementing a streamlined e-enabled Annual Monitoring process and provide exemplars and templates online

In addition to any other e-enabled process opportunities identified in Phase 1.
1.7 Project Plan

1.7.1 High level plan

The planned timescales for Phase 1 are as follows:
	Tasks
	Timescale

	Project Initiation
	Mar 2010

	External Examiner Process Modelling
	April 2010

	E-enabled Prototype Development
	May-June 2010

	E-enabled Process Refinement
	June-Sept 2010

	Implementation Roadmap Development
	May-Sept 2010

	E-enabled Processes Go Live
	Sept 2010


1.7.2 Deliverables

	Activity
	Deliverables

	Project Management 
	Project Initiation Document (PID)

	Communication
	Briefings to Enable Senior Management Working Group

	External Examiner Process Modelling
	External Examiner Processes ‘as is’ and ‘to be’ Models

	E-enabled Prototype Development
	E-enabled external examiner processes prototype

	E-enabled Process Refinement
	e-enabled external examiner processes live across the University

	Implementation Roadmap Development
	Course-Related Information Management Implementation Roadmap


1.8 Project Organisation

1.8.1 Project Board

The Project Board, in the form of the Enable Senior Management Working Group, is responsible for the overall direction and management of the project and has responsibility and authority for the project. The Board signs off all major plans and authorises any changes.
Executive Sponsor – Gill Howland
1.8.2 Project Team

The project team for Phase 1 of the project will be as shown below. 
The project team for the e-enabled process refinement phase of the project will be expanded to ensure appropriate representation from Information Services. This is vital to ensure sustainability of the e-enabled processes.
Business Lead – Mary Furness
Subject Matter Experts:

QIS representative?

Faculty representative (AMD)?

Faculty representative (Health)?

Project Manager – Fleur Corfield
Technical Manager – Sam Rowley

Technical Development Team
Hamza Badenjiki

Ray Reid
Ian Watts

Song Ye
1.9 Communications Plan

The table below shows the project communications plan.
	Interested party


	Information required
	Information provider
	Frequency
	Method

	Project Board
	Progress, project level risks and issues.
	Project Manager
	Monthly
	Email report

	Executive
	Progress, project level risks and issues.
	Project Manager
	Monthly
	Programme Office Project Register


2.  Project Controls

2.1 Project Reporting

A Highlight report identifying progress, risks, and issues will be submitted every month by the Project Manager to the Sponsor. 
2.2 Quality Plan

The responsibilities for the key project deliverables are shown in the table below:
	
	Responsible

(for task)
	Accountable

(for approval)
	Consult

(in preparation)
	Inform

(after approval)

	Project Management

	Project Initiation Document
	Technical  Manager
	Project Board
	Project Team
	

	Communication

	Briefings
	Project Manager
	Project Board
	
	

	External Examiner Process Modelling

	‘as is’ and ‘to be’ architectural models
	Technical Manager
	Project Board
	Stakeholders
	Stakeholders

	E-enabled Prototype Development

	E-enabled processes prototype
	Technical Manager
	Project Board
	Stakeholders
	Stakeholders

	E-enabled Process Refinement

	Production-ready e-enabled processes 
	Technical Manager
	Project Board
	Stakeholders
	Stakeholders

	User Acceptance Test (Go Live decision)
	Business Lead
	Project Board
	
	

	Implementation Roadmap Development

	Course-Related Information Management Implementation Roadmap
	Business Lead
	Project Board
	Stakeholders
	


2.3 Issue and Change Management

2.3.1 Issues

The issue management process will ensure that any individual or project issues that may impact the schedule, costs, performance or quality are communicated and addressed at the correct level.

The Project Manager will be responsible for maintaining the Issues log and escalating issues to the Sponsor. The Sponsor will be responsible for managing the resolution of the issue or escalation to the Executive when required.
2.3.2 Change management

The change request process will be implemented after the sign-off of project deliverables.

Any changes required to deliverables such as documents, processes or applications, should be recorded as change requests and managed using the Issues Log.
2.4 Risk management

The risk management process will ensure that any risks that may impact the schedule, costs, performance or quality are managed by the project.

The Project Manager will be responsible for managing the risk management process escalating project risks to the Sponsor. The Sponsor will be responsible for managing the resolution of the project risks and escalation to the Executive when required.
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