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	Section One: Summary

	
In the period from May to October 2011 the UG-Flex project has:

· Embedded the use of new curriculum design tools in programme review activities;
· Developed a new tool for analysing the student experience of the curriculum;
· Conducted research and articulated a case to senior managers for a review of the University’s academic calendar
· Conducted further research into the options for implementing a technical solution to the university’s student records system that will deliver greater agility to systems and processes to accommodate greater curriculum flexibility
· Introduced a new function in the student records system that allows identification of students by cohort
· Embarked on a new evaluation approach for the project’s final year
· Disseminated project progress, outputs and outcomes to stakeholder groups via internal university meetings and at external conferences




	Section Two: Activities and Progress

	
For the period May – October 2011 the UG-Flex Project can report the following activities in support of our objectives to reveal and enhance curriculum development processes in order to support a more agile and diverse curriculum:

Activities and progress are reported under three headings, in line with the project’s scope statement.

SCRUTINISE AND ENHANCE SYSTEMS AND PROCESSES TO MANAGE AND COMMUNICATE INFORMATION ON FLEXIBLE PROGRAMMES AND COURSES;

· The new functionality in the student records system that enables management of student information by cohort has been rolled out. The completion date slipped slightly due to challenges in capturing local data held by schools and the loss of the project’s dedicated business analyst.  This enhancement means that cohorts of students studying at “non-standard” times / flexibly (e.g. January and May starters) are systematised and their experience of university processes – fees/payments/IT access – will be swifter and smoother.  Until now this information has been managed as an exception and has involved staff in a time-consuming and error prone task of manually extrapolating data that affects the curriculum. This was identified by stakeholders back in 2009 as major point of pain for staff in schools and central offices and it is anticipated that the solution developed by UG-Flex will achieve considerable time savings. See comments from one stakeholder: http://www.youtube.com/watch?v=RQWkoWWB8rk

· Progress has been slower than anticipated on the implementation of a technical solution to the university’s student records system that will provide the underpinning infrastructure needed to  deliver greater agility to systems and processes to  accommodate  current (and anticipated) levels of curriculum flexibility.  A detailed cost benefit analysis has not been completed following a nil response to the invitation to tender for the work earlier in 2011.  Alternative actions include: (i) in July 2011 six members of the university visited Nottingham Trent University to study how they manage a similar configuration to their student records system (also supported by SunGard Banner software) (ii) a forthcoming workshop with internal stakeholders to capture headline costs/benefits of implementation. The visit to NTU was inconclusive although it was agreed that “student centric terms” could still be a viable option for Greenwich, hence the forthcoming workshop. 

The scope for progress on “student centric terms” also hinges on the position the new Vice Chancellor takes on the overarching student records system, which is anticipated by the end of 2011.

· The UG-Flex project has operated as a catalyst for raising awareness and interesting in the JISC sponsored XCRI and XCRI-CAP initiative and the scope it offers Greenwich at it attempts to improve the quality of course information:  In June – July 2011 the UG-Flex project manager coordinated a short term field test of the XCRI self assessment toolkit involving representatives from Planning & Statistics, Student Records Systems, Marketing & Communications and Information Systems.   A successful bid to Phase 1 of JISC’s ‘Course Data: Making the most of Course Information' Capital Programme followed and a separate project board has been established to coordinate this phase and potentially phase 2. XCRI blog: http://www.xcrigreenwich.blogspot.com/


· In its final year the UG-Flex project is allocating resource into developing enhanced training and training materials on how structured data can be used to inform curriculum design and development, drawing on the outcomes of the training needs surveyed conducted in 2010 and staff feedback on the training provided subsequently (relating to the enhancements the project oversaw to the University’s authorised list of programmes in 2010).   This work is underway and will be integrated into the programme of training on managing information and systems currently offered to staff.
 
INFORM, DEVELOP AND SHARE PRACTICE ON CURRICULUM DESIGN TOOLS AND TECHNIQUES

· During the course of the project manager’s secondment to the University’s Educational Development Unit (April – July 2011), the following progress towards the project’s aims and objectives was made:
· A tool for facilitating discussion and analysis of the student experience of the curriculum was developed and piloted (on Design Studio: http://jiscdesignstudio.pbworks.com/w/page/46607555/UG-Flex%20Design%20Tools
· Collaborating with colleagues from the PREDICT project at City University, the UG-Flex PM arranged a “train the trainer” workshop in June 2011 for 6 members of the Greenwich EDU team on Ulster’s “Viewpoints” curriculum tools. Subsequently these tools have been incorporated in the EDU’s programme of supporting curriculum teams with programme reviews and deployed for members of the Business school. (see blog post http://ugflex.blogspot.com/2011/06/disseminating-good-practice-knowledge.html Many thanks to Alan Masson and Catherine O’Donnell for their help and generosity with their time.
· Meetings were organised by the PM with members of the university’s Learning & Quality Unit and Planning & Statistics office to identify, coordinate and enhance the support provided by these offices to curriculum teams, focussing specifically on areas identified by staff as problematic aspects of their programme reviews, notably collation and analysis of data from NSS and other sources and the quality of documentation.   Consequently the project is currently advising on the drafting of a  business case to the University’s IT strategy board to implement a document management and workflow solution (using business process management rules) to key business processes – starting with programme approval and review.

· During this reporting period the project has continued to share information on the project’s progress, outputs and outcomes to stakeholders at internal university meetings and at external conferences. Dissemination of the project’s work, outputs/outcomes and impact has occurred in this reporting period via conferences and the Design Studio. The project manager is contributing to an edited collection on curriculum design involving the other projects in the CD programme.

SEEK TO INFLUENCE DISCUSSION AND SERVE AS A CATALYST FOR AN AGREED POLICY ON FLEXIBILITY IN THE CURRICULUM AND HOW IT WILL BE DELIVERED AND RESOURCED

· During this reporting period the project manager has conducted further research into the options for Greenwich’s academic calendar. Following a series of meeting with stakeholders a list of requirements has been articulated and endorsed by the University’s Academic Planning Committee. A shortlist of possible options has been scrutinised and shared with a variety of stakeholder groups (Project Steering and Management Groups, Teaching Fellows Network, school meetings and school executive meeting, Director of HR)(See blog: http://ugflex.blogspot.com/2011/09/comments-sought-on-options-for.html) The favoured option – the implementation of a trimesterised academic calendar – has been articulated in a report and presentation that was recently shared by the project’s senior sponsor, Professor Simon Jarvis, with the new VC and other members of the senior team.

A review of project progress in terms of work packages reveals the following progress not reported elsewhere in this section:

· Project management and communication continues to be effective;
· Succession planning has commenced;
· Stakeholders have expressed a desire for the forums created through the UG-Flex project to continue in some form;
· A new approach to evaluation has been endorsed; one that recognises how the project has developed and evolved over its lifetime, focussing on those areas where the project has had an impact. 




	
Section Three: Risks, Issues, Opportunities

	
Analysis of UG-Flex’s risk profile is conducted regularly by the Project Manager and annually by the Project Management Group and Steering Group.

Live issues in this reporting period:
· The project’s momentum was affected by the zero response to its invitation to tender for a cost benefit analysis of the implementation of student centric terms in the student records system.  Members of the core team have taken time to reflect on this outcome and advice was sought from the University’s interim head of ICT. The outcome of these discussions exposed the complexity of the request because of the challenges involved in conducting an effective CBA, where the starting point in terms of existing costs is unknown.  It has been observed that the universities will be forced to operate in a more business-like manner as demands build for ever greater effectiveness and efficiency. This will necessitate detailed costings of the existing processes and to this end the UG-Flex project has secured the support of coordinators of two flexible programmes who have agreed to keep a record over the next 3 months of the number of manual interventions staff have to make to information in order to ensure it is accurate. 
· A previously identified risk is the impact of a change in senior management at Greenwich. While at the outset of UG-Flex the university had no plan no plans to change its student systems infrastructure in the project’s lifetime, very recently student systems at Greenwich have come under a higher degree of scrutiny due to the arrival in post of the new VC, data compliance requirements (e.g. KIS) and generally raised expectations (as a result of UG-Flex consultation and migration of our VLE to Moodle). It is possible that there may be fundamental change to the organisation and operation of records management across the entire institution and there is a strong likelihood that any such change would marginalise the project’s work, outputs and impact to date. Action to address this is being taken by the project director and project technical lead who are meeting with the VC in the next few weeks. 
· A live issue in this reporting period has been the loss of project staff and the lack of opportunity to replace like for like due to the limited remaining funding. This funding will not cover the costs of a substantive appointment (for a length of time that will attract strong candidates) and the value obtained from employing a new external contractor at higher daily rates would be lower due to their lack of institutional knowledge. 
· This reporting period has seen staffing changes in the university’s Information & Library Service resulting in the formation of a project office. There is a clear opportunity for the project office to take on board some of the approached deployed by the UG-Flex project and it has been noted by the interim project office manager that UG-Flex’s stakeholder engagement strategies are “an example of what we would like to see in some of the other projects”. Also it has been noted there is “strong governance with your project board and steering group. The scope and objectives are well articulated”.
· A live issue this period is the increase in the proportion of project resource dedicated to capturing and evidencing project impact.  The impact has been both magnified (and partly mitigated) by the departure of the project’s business analyst (mitigated because the former post holder continued to do some evaluation work for the project remotely).  At Greenwich at least getting stakeholders to share their experiences/views on the project’s impact is time-consuming and frustrating – notably there is marked reticence to record their views on video, despite the evidence that this is a highly “user-friendly” medium. 





	Section Four: Outputs and Deliverables

	
The following outputs are expected to arise from the UG-Flex Project:

	Type of output 
	Details 
	Proposed audience: who will use this output and why?

	Final Project Report (& Executive Summary)
	Describing approaches taken, key challenges, recommendations, lessons learned, outputs and outcomes, progress towards achievement of aims and objectives, recommendations etc.
	External and internal audience will use this output to get information on what the project did and did not achieve, and how. The Executive Summary will summarise key information from the report and will be targeted at audiences who may like to have more information before they commit to reading the full report.

	Case Studies 


	A maximum of five case studies describing the challenges of curriculum design / development at University of Greenwich as identified by different stakeholders and the steps taken to address these.
Short list of Case Studies (this may change) 
1. Lack of information on timetables for review – resulted in poor oversight and insufficient time for effective review – all last minute – significant impact on staff.
2. Lack of information on different student cohorts meant non-standard students get a raw deal in terms of attention paid to their curriculum and also massively time consuming for staff to administer. http://www.youtube.com/watch?v=RQWkoWWB8rk
3. Lack of opportunities for curriculum teams to engage in meaningful dialogue – review exercise is a bureaucratic exercise – improvements now being felt.
4. Impact of both operating and overcoming the “standard” student cycle default – how it leads to “non-standard” students having a poorer experience of the curriculum and of their university experience and how overcoming it makes good business sense in an uncertain and changing market for learning
5. The relationship between working practices and processes and the systems that enforce them. The project has exposed how flawed practices (i.e. over complicated / unclear rules) result in flawed systems
These case studies will be produced in written form using a standard template as a briefing document; Video testimony will serve as a supplement to the written resource but may also be combined as a separate stand alone resource.
	External and internal audiences to demonstrate how UG-Flex has contributed to changed practice at Greenwich in relation to curriculum design both at an individual practitioner and a strategic level. 

	Curriculum Guide
	A web based guide to curriculum design at the University of Greenwich which provides a step by step guide on the range of curriculum design and delivery options possible. 
(Developed in collaboration with the university’s Educational Development and Learning & Quality Units).
	Mainly internal audience, with the language and approach aimed at University of Greenwich staff to ensure knowledge is widely available and used.
External audiences will have access to the Guide which they may use as an example of practice and adapt accordingly.

	Process Maps and Functional & Technical specifications.
	A process map of the university’s Validation & Review process is available on the Design Studio.
 Functional and Technical Specification documents on management of data on programme approval and review are available on request w.e.f October 2010.
Functional specification on implementation of student centric terms w.e.f. Sept 2011.
Functional and Technical Specification document on inclusion of start month as a key data item available on request w.e.f. Jan 2012.

	Internal audiences will be informed of the potential for wider university-driven enhancements that may have been identified through the modelling process. 
External audiences will have access to these models to inform their work and as a comparison/example.

	Academic Models
	New ‘flexible’ academic calendar/framework
· Research on academic calendars in UK HEIs  (2010) (Design Studio: http://jiscdesignstudio.pbworks.com/w/file/47310892/Reseach%20Paper%20-%20%20Academic%20Calendars%20in%20UK%20HEIs%202010.pdf
· Paper (and presentation) outlining the case for change at University of Greenwich (forthcoming on Design Studio when cleared by DVC)
	Internal audiences and external audiences for same reasons given above.

	Video / Audio Clips and written “how to” guides  to exemplify practice of engaging stakeholders in curriculum design and  review
	A selection of no more than 6 videos and audio clips and/or written guides outlining tools recommended for engaging stakeholders (academic, support staff, students and other) in curriculum design review.
Short list:
1. World cafes (Design Studio: https://files.pbworks.com/download/x8hX4POHRQ/jiscdesignstudio/47355935/World%20Cafes%20A%20way%20to%20engage%20stakeholders%20in%20productive%20conversations.pdf
2. Nominal Group Technique (Design Studio: http://jiscdesignstudio.pbworks.com/w/file/47310892/Reseach%20Paper%20-%20%20Academic%20Calendars%20in%20UK%20HEIs%202010.pdf
3. Curriculum tool: Snakes and Ladders  (Design Studio: http://jiscdesignstudio.pbworks.com/w/page/46607555/UG-Flex%20Design%20Tools
4. Rich Pictures (Design Studio: http://jiscdesignstudio.pbworks.com/w/page/24763278/Rich%20Pictures
5. Enhanced Training programme
6. Project Management infrastructure
	Both internal and external audiences to share examples of practice and/or issues.



Expected Technical Outputs 
The key technical output anticipated at the outset of the UG-Flex project was to “leverage the existing infrastructure (i.e. our proprietary student records and associated systems from SunGard Higher Education) more effectively to facilitate” curriculum flexibility. Our strategy was to “facilitate real time integration and provisioning as far as possible, underpinned via the principle of ‘authoritative source’ in respect of data storage and single sign on for access to self service systems by students, faculty and affiliate users”.

The project’s technical lead has reviewed and updated the map of our student systems. Scrutiny of this map shows significantly greater interoperability between systems (areas addressed directly or partially through the UG-Flex project’s work are highlighted in the 2011 map). Furthermore, UG-Flex’s specific enhancements to the student records system have contributed to greater confidence in the system as an authoritative source  or “source of truth”.

One external source (Gartner) has indicated that the model in operation at Greenwich is in the top 5% of student systems in the UK.


Student Systems Map 2008/09







Engagement with Design Studio
A greater number of project assets are now available on the Design Studio, particularly “how to guides” in relation to stakeholder engagement. 

Outputs produced in this reporting period

1. Case for review of academic calendar
2. “How to guide” to stakeholder engagement : World Cafes  Going for a quick win  
3. Snakes and Ladders curriculum tool
4. Presentation to IBL conference
5. World Cafe workshop at Teaching and Learning Conference
6. Blog posts
7. After Action Review: Enhanced Information on Programme Approval & Review
8. Student Centric Terms Proposal ( “Elongated Term”)




	Section Five: Evaluation

	
The following evaluation activities have taken place in this reporting period:

1. The project has secured Peter Chatterton to conduct evaluation activities in the final year, focussing on impact of project outputs and outcomes but also on recommendations for future work beyond the project’s lifetime.
2. Interviews have commenced with stakeholders on the project’s impact. Video interviews and 1-2-1 interviews have been used to date.
3. An “After Action Review” has been conducted of the enhancements to the Authorised List of programme that were rolled out in September 2010, and written up as a report.

What have we learned from the evaluation activities?
Generally all of the enhancements introduced by the UG-Flex project have been positively received, welcomed and quickly assimilated. A downside to this rapid take up is the speed with which stakeholders “forget” what the system/processes where like before!  This said it is apparent from the After Action Review interviews with stakeholders heavily involved in the process of scoping out, delivering and checking the information provided by the new enhancements, that they gained greater awareness and appreciation of system dependencies and the level of work and detail that is required to deliver effective enhancements. 
Recent short impact assessment interviews conducted by the project manager suggest that among some stakeholder groups there is a tendency to overlap the innovations delivered by the UG-Flex project with other initiatives. Similarly the raised awareness and expectations fostered by the project means that stakeholders are now aware of innovations to systems that have been in existence for some years. A specific example discussed at a recent UG-Flex Project Management meeting related to perceived  enhancements to the university’s VLE and portal.  Of course this means that the UG-Flex project is to some extent basking in reflected glory, but equally it is apparent that the communication channels developed and supported in the project’s name have created opportunities for dialogue and discussions between different stakeholders on a range of issues that were not there before the project’s lifetime.   (Source: UG-Flex Management Group meeting notes 7.9.11) 



	Section Six: Outcomes and Lessons Learned

	
The project would like to share the following outcomes and lessons learned over the course of this reporting period:

· The UG-Flex project is perceived by stakeholders to be operating as a catalyst for change. According to one academic from the School of Engineering “because of UG-Flex there has been an increased awareness of and demand for greater flexibility on the VLE....and there has been a response....Access is not denied anymore.  Whether or not it was denied is immaterial – there is more trust now.”  This outcome is one that the project will continue to monitor in its evaluation activities
· The UG-Flex project has developed new communication channels that have brought unexpected benefits. Back in 2009 at the initial stakeholder consultation events, accounts of the problems resulting from poor communication and knowledge silos were a common theme of discussion. At the time the project did not propose to address these directly, as it was felt that these issues were far wider than the project and beyond its scope. In 2011 it is now being suggested that the groups that have emerged out of the project have provided a new dynamic to the institution.  At the last Steering Group meeting it was noted that the group “has proved an invaluable forum for new dialogues and discussions which must continue after July 2012.” The extent to which this unexpected outcome is seen more widely to be of value will be monitored in ongoing evaluation activities.



	Section Seven: Communication and Dissemination Activities

	
The UG-Flex project blog www.ugflex.blogspot.com has been maintained and total hits as of end of  October  2011 stand at over 930 – compared with 650 hits in April 2011

Assets have been posted to the Design Studio

The project has taken part in the following communication and dissemination activities

· Curriculum Design book proposal meeting May 2011 & October 2011
· Arranged EDU away day at City University May 2011
· Presentation at the International Blended Learning Conference “Enhancing the Blended Learning Experience through Flexibility”,  June  2011
· Trialled “snakes and ladders” curriculum tool at University of Greenwich New Arrivals Workshop June 2011
· Co-facilitated a mini world cafe on “Graduate attributes – turning the rhetoric into reality” at the ‘Redefining the Student Experience: directions for learning, teaching and assessment’  conference, July 2011
· Arranged good practice visit to Nottingham Trent University July 2011
· Participated in CAMEL meeting at University of Cambridge July 2011 (blog post: http://ugflex.blogspot.com/2011/08/ug-flex-at-camel-on-wheels-in-cambridge.html)

The UG-Flex Project Manager has given presentation on the project’s work, outputs and/or impact to meetings across the University of Greenwich including to: Academic Planning Committee; CMS school meeting; A&C management meeting, Teaching Fellows Network, EDU team meetings.  

The UG-Flex Project Management Group has met four times in this reporting period; the UG-Flex Project Steering Group has met once. Additionally, members of the core project team have met three times. 



	Section Eight: Collaboration and Support

	
Contact with the JISC programme team has as always been extremely constructive, positive and helpful.   The requests in advance of meetings and relating to the Design Studio have been more demanding in terms of time but it is appreciated that this will make the last phase of the project more focussed and the process of producing the final project report easier.
 
The project does not have any specific needs or requests at this stage over and above the support we currently receive.
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