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JISC Project Plan 

Overview of Project

1. Background

In the wake of the Schwartz report on Fair Admissions to HE (DfES, 2004), developing practice in HEIs reflects the need for:

· enhanced information about applicants across a range of scenarios (from the highly competitive to widening participation) to enable admissions staff to identify the most appropriate students with the most aptitude and potential to succeed

· better information about course entry requirements for applicants, to enable them to match themselves better to courses and write more informed personal statements which contain the information which admissions staff actually want –  course entry profiles are currently extremely variable in scope, quality and usefulness. 

· professionalising of admissions – transparent processes and streamlined, efficient administration. 

HEIs are making ever-increasing use of pre-admissions tests to support selection of applicants who are both suited to and likely to complete specific courses. At the same time, the work of  the SPA programme (Supporting Professionalism in Admissions) and the Delivery Partnership for improving the higher education application process is drawing attention to the role and potential offered by course entry profiles both for individuals matching themselves to courses and for HEIs as a tool for use in their admissions process. 

This project will build on earlier work from the MLEs for Lifelong Learning project ‘Specifying an ePortfolio’, the eP4LL and XCRI reference model projects and the three scoping studies on HE admissions recently commissioned by JISC. It will also draw on the baseline information delivered by the ADoM project to develop new scenarios for future practice which will support admissions staff in handling the richer data set which a revised admissions process will provide. 

2. Aims and Objectives

Aim

The project will explore and extend the demonstrators and workflows produced by the eP4LL reference model project, investigating how productively these can be linked to improved course entry information to support transparency in admissions and facilitate fair and appropriate decision-making.

Objectives

· Support development of structured course entry profiles within the guidelines being developed by the SPA programme and explore their use and benefits to applicants structuring personal statements (including drawing on ePortfolio evidence) and to referees

· Scope and demonstrate the kinds of electronic assistance, using a service-oriented approach, that would be required to make course entry profiles linked to structured personal statements and references work, thereby demystifying admissions for a wider range of applicants, supporting transparency for HEIs and improving administrative processes for admissions staff

· Explore the nature and use of pre-assessment in a variety of disciplines

· Explore the business processes needed by admissions staff in HEIs to handle enhanced applicant information

· Carry out prototyping work which will provide a vehicle for requirements engineering in the entry profile space. Requirements and suggested structures will be fed into the XCRI schema development process through the XCRI support project

· In collaboration with the PortisHEad project, propose a security model for UCAS which will provide essential facilitation for ePortfolio-based admissions.

3. Overall Approach

This work will explore and extend the demonstrators and workflows published by the eP4LL RM project to support personal profiling, investigating how productively this can be linked to improved course entry information. It will prototype service flows providing access to course entry profiles for applicants, for support staff in FE and for referees. We will be analysing current practice and the content and functions of a range of the ‘extra’ information sources currently in use in the Schools of Veterinary Science and Medicine, Engineering and English Studies (the only School currently scoring Personal Statements) at Nottingham, developing a service oriented approach to the business processes supporting processing of these sources and working, through our consultation networks (focus groups in both institutions and in UCAS) to test for generic improvements. We will draw on the findings of the ADoM domain map of the area to demonstrate the potential offered by fully electronic admissions 

The project will also explore further what ‘course entry profiles’ and ‘personal statements’ need to deliver from the applicant’s point of view, and scope the potential they have to evolve further in the short to medium term to meet the needs of all stakeholders. Taking into account the definition being developed by SPA and to be published in July 2007, together with the requirements of UCAS, we will suggest a revised course entry profile specification, advancing on the outline specification produced for the eP4LL RM  project.

Focus groups of first-year undergraduate students, primarily, will be formed to provide user input into the revision of the course entry profile specification itself, while workshops with Schools-based admissions tutors and central admissions staff will develop scenarios and provide feedback on development ideas and demonstrations. Nottingham will explore the possibility of gathering feedback from FE students and staff through our ongoing contacts with our network of FE institutions already involved in related work with us on the JOSEPH regional JISC project and in the Derbyshire-Nottinghamshire LLN project; MMU will explore similar possibilities through its relationship with the GMSA.

The highest priority services (quick wins) will be prototyped to enable clear understanding between institutions and software vendors about the kind of support that will be required. We will use an iterative process of rapid trialling with throw-away technology, including story-boarding, followed by more considered prototyping as a result of the trials, to be built by developers commissioned by the University of Nottingham. Based on their review of the whole admissions field at MMU, proposed by the parallel project bid, ADoM, the MMU project team will critique and test outputs to ensure a high degree of flexibility. 

UCAS’s technological role will be to provide storage and delivery of course entry profiles, and receipt and onward delivery to HEIs of structured personal statements and references. UCAS will also provide evidence data to HEIs, including via ePortfolios (we will explore the opportunities to do this in collaboration with the PortisHEad project); and to facilitate integration with UCAS systems of the technology which the project builds, at least in demonstration mode. 

In collaboration with PortisHEad, the project will propose a security model for UCAS which will provide essential facilitation for eportfolio-based applications – one possibility being that an applicant creating links from their personal statement to eportfolio evidence would publish an ePF url to UCAS.  Then people authorised to log in to UCAS would have permissions to look at the selected evidence.

UCAS will provide the project with access to national networks and focus groups of experienced admissions staff and facilitate opportunities for the project to present to key UCAS committees and consult with working groups.  UCAS will support the project’s dissemination for consensus-building: for example at a workshop at the UCAS Admissions Conference 2008. 

We will not be pulling Course Entry Profile information into UCAS Apply: the Entry Profile data will need to be viewed by the learner in the context of their ePortfolio, particularly their draft Personal Statement, which will be structured in response to the Course Entry Profile.

We are in contact with the Delivery Partnership being administered by Universities UK, and will explore the opportunities for dialogue with their network of stakeholders wherever possible.

The Project will liaise with the PortisHEad Project in relation to its development of course entry profiles for use in the PebblePad ePortfolio, and the projects will share their experience of developing entry profiles for integrated use in electronic admissions. DELIA will consider the processes around creation of good quality entry profiles for this type of usage, in particular in parallel with structured Personal Statements and structured References; this work will include consideration of the entry profile information requirements using the XCRI information model.

4. Project Outputs

· A suggested course entry profile specification, informed by and reflecting on the outline specification provided by the eP4LL reference model project and the SPA programme, and informed by the XCRI programme

· Set of demonstrator IT services: prototype implementation 

· Project website including a wiki to facilitate community engagement

· Presentations to CETIS SIGs and UCAS working groups and community events

· Final project report including description of technical adoption strategy used, a discussion of the approach adopted and analysis of how successful this has been; also identifying both technical and organisational issues and challenges arising from the development of the demonstrator and providing commentary on the XCRI and eP4LL Reference Models.

· Technical report presenting narrative, scenarios, UML diagrams, service definitions and a full process model and comprising Process, Use Case and Information Models, summarised as a Service Usage Model (SUM) 

· Evaluation report on the new technology, assessing user and practitioner experience and informed by guidance drawn from the Admissions Scoping Studies.

· At least two case studies, relating to recruiting/selecting courses and/or vocational/non-vocational disciplines, centralised/devolved administrative arrangements cross-referenced to the scenarios.  These will highlight any differences that emerge in the process models or information flows as a result of these differences, indicating clearly where repeated patterns of service underlie what may look apparently different on the surface.

· Guidance materials for practitioners and, if time allows, a research paper suitable for publication.

5. Project Outcomes

· New SUMs will be contributed to the e-Framework and the project will build capacity in the implementation of a service-oriented approach to a key business process 

· The project will contribute to the reform of HE admissions, promoting the professionalism of staff and providing support and transparency for applicants.

· The prototyping is designed to provide UCAS with a powerful demonstration for the sector of the potential of e-Admissions and to act as a catalyst in promoting interoperability of administrative systems for admissions in both the FE and HE sectors.

· By bringing together two first-generation RM teams to make this kind of high impact by combining their expertise, the project will add value to JISC’s previous investment.

· High-quality presentations, reports and other support materials produced by team members who have track records as skilled presenters and writers and effective disseminators, will communicate the innovative work of the project and the significance of the e-Framework effectively to the community and provide a reference resource for future work.

· The work will help to improve self-matching to courses by candidates and to enhance learner information for more accurate assessment of aptitude and potential by HEIs, in turn maximising the likelihood of student retention

· We will provide a detailed specification for integrating Entry Profiles within the thin ePortfolio model with the UCAS application system (Apply and UCAS back office database). The basis of this integration will be the processes within HEIs for the generation of high quality Course Entry Profiles, methods for use of these in the UCAS course search website, integration of course search facilities and electronic application processes through to creation of references, submission of applications and the consideration of the new style application by admissions tutors.

· The impact on UCAS is on the refinement of their existing systems, particularly in the transmission of structured information where previously it was free text. For HEIs there will be guidance on good practice in the creation of Entry Profiles and how to design methods to use the new structured information within the admissions decision-making process. This will also need to refer to how HEIs give advice to applicants on what the HEI wants from the Personal Statement in the context of the Entry Profile; for example that the HEI is asking the applicant to provide specific evidence and what are acceptable types of evidence.

6. Stakeholder Analysis

	Stakeholder
	Interest / stake
	Importance

	University of Nottingham admissions staff
	Exploration of existing innovative processes in contrasting Schools
	Medium

	University of Nottingham Information Services
	Interest in streamlining processes across the institution to assist planning of IT support
	Medium

	MMU admissions staff
	Keeping in touch with latest thinking in this area; exploration of range of use of pre-admissions assessment in the institution
	Medium

	UCAS
	Promotion of electronic admissions; feedback for design of new systems; support for active use of course entry profiles
	High

	HE admissions community
	Raised awareness of the alternatives to tests in the admissions process; potential for more efficient and streamlined processes
	High

	WP practitioners
	Potential framework to support enhanced WP applications
	High

	JISC-CETIS
	Exploration of potential use of SOA in this area
	Medium

	APS
	Enhancement to experience in business process modelling, service oriented approach and requirements engineering technologies
	Medium

	SPA
	Support for reform of course entry profiles
	Medium

	HE Admissions reform Delivery Partnership
	Support for reform and promotion of course entry profiles; model for use of enriched applicant data by institutions
	Medium

	JISC
	Increased knowledge about the potential of ePortfolio-based admissions as a basis for further project work; promotion of SOA in this area of practice; contribution to e-Framework; development of eAdmin as an are for new project work
	Medium

	Vendors
	Greater understanding of the variety and scope of practice to inform future product development/enhancement
	High

	XCRI support project
	Final model will provide framework for use of XCRI standard
	Medium

	PortisHEad project
	Awareness of admissions practice beyond own project boundaries
	High

	Applicants
	Access to better and more standardised information about courses; support for better course matching and scope for use of ePortfolio to support personal statements
	Medium

	CIEPD
	Development of experience and expertise in eAdmin and eAdmissions as a basis for future work
	Low


7. Risk Analysis

	Risk
	Probability

(1-5)
	Severity

(1-5)
	Score

(P x S)
	Action to Prevent/Manage Risk

	Support from partners not effective
	2
	3
	6
	Engage early support from senior admissions staff. Establish good communications early

	Loss of key staff


	2
	3
	6
	Regular project team meetings and communications to minimise impact; clear documentation at each stage of the process; share expertise and build capacity across the team

	Lack of communication between project partners
	1
	3
	3
	Regular team meetings and prompt sharing/distribution of documentation; key project outcomes and documents stored in central facility available to all partners; regular reviews of progress and objectives against plan; project manager to be copied into all correspondence

	Budget overspend
	1
	2
	2
	Maintain effective records of spending and correlate regularly with budget

	Institutional co-operation hindered by commercial confidentiality issues
	2
	4
	8
	Make clear generic nature of analysis and outcomes from the outset. Clear agreement about confidentiality of sensitive information; seek to anonymise data in documentation 

	Poor community engagement
	3
	4
	12
	Work to engage community interest from the outset; exploit opportunities to promote project work at variety of events; regularly maintain and update website

	Changing UCAS agenda
	2
	4
	8
	Regular communication with UCAS staff to anticipate likelihood

	Slippage
	2
	3
	6
	Regular review of outputs against timeline; clear communication between partners and with JISC programme manager


8. Standards

	Name of standard or specification
	Version
	Notes

	XML 
	1.0
	

	WSDL and web services 
	1.1
	

	UML 
	2.0
	

	Service Usage Model
	
	As currently defined in e-Framework


9. Technical Development

The project will use industry standard good practice for software engineering development, which will include:

· Requirements analysis (via UML) prior to development

· Functional specification prior to design and development

· Top down design

· System and user testing of technical systems against requirements

· Use of experienced and trained technical staff

· Good communications at each stage

Relevant outputs will be mapped to JISC reference models and the e-Framework, so that gaps can be identified.

10. Intellectual Property Rights

Project outputs will be considered as a community resource and will be freely available via JISC and the project website. The results of any development work will be reusable and licensed as open source using a Creative Commons licence where appropriate. All project documentation, with the exception of any analysis of institutional practice which may affect commercial confidentiality, will be in the public domain and published on the project website. 

Project Resources

11. Project Partners

	Project partner
	Role
	Main contact
	Date agreement signed

	University of Nottingham
	Lead institution

Project management and direction; provider of admissions information for the initial model, convenor of steering/operational group
	Sandra Kingston

Project Manager
	N/A

	Manchester Metropolitan University
	Provision of admissions information for initial model; testing interim refinements
	Mark Stubbs
	TBA

	APS Ltd
	Technical modelling, requirements engineering
	Alan Paull
	5.03.07

	UCAS
	Development of information about and links into the UCAS admissions systems; support and commentary upon outputs
	Jill Johnson
	


12. Project Management

The project will be under the overall oversight of the Advisory Board for the University of Nottingham Centre for International ePortfolio Development, chaired by PVC Prof Herb Sewell, which includes representatives from Becta, the DfES, UCAS, Edexcel and other national bodies. The Project Director (Angela Smallwood) will have ultimate responsibility for ensuring that the project is focused on achieving its objectives and delivering its benefits. Day to day decisions will be made by the Project Manager in communication with the Project Director. 

An Operational Project Team, to meet regularly and consisting of key staff from all partners, will be the main forum inside the project to review and discuss the work. This team will consider the work of both this and the associated DELIA project and will aim to meet via teleconferencing and using web facilities as well as face to face. 
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	Name
	Role
	Contact details

	Angela Smallwood
	Project Director
	angela.smallwood@nottingham.ac.uk 

	Sandra Kingston
	Project Manager (0.2 FTE)
	sandra.kingston@nottingham.ac.uk 

	Rachel Atkin
	UoN Admissions liaison
	rachel.atkin@nottingham.ac.uk 

	Carina Neil
	Administrator
	carina.neil@nottingham.ac.uk 

	Mark Stubbs
	MMU liaison
	m.stubbs@mmu.ac.uk 

	Karen Banks
	MMU co-ordinator
	k.banks@mmu.ac.uk 

	Alan Paull
	Technical analyst
	alan@alanpaull.co.uk

	Jill Johnson
	UCAS liaison
	j.johnson@ucas.ac.uk 


13. Programme Support

We welcome early access to the results of the three scoping studies commissioned by JISC in the area of admissions.

We greatly value the benefits arising from communication and collaboration with other projects working in this and associated areas and are keen to foster and build these relationships. We anticipate a high degree of synergy between the three e-Admissions projects and also with the XCRI programme and welcome any support from JISC in building and maintaining relationships with these. 

We would welcome basic UML training for key project staff, offered at programme level to ensure continuity across projects. 

14. Budget

	 
	March 07
	April 07– March 08
	April 08– March 09
	TOTAL £

	Total Directly Incurred Staff (A)
	£1179
	£14190
	£11471
	£26840

	Total Directly Incurred Non-Staff (B)
	£3700
	£38891
	£39717
	£82308

	Directly Incurred Total (A+B=C)

(C)
	£4879
	£53081
	£51188
	£109148

	Directly Allocated Total (D)
	£40
	£496
	£333
	£869

	Indirect Costs (E)
	£270
	£4166
	£2513
	£6949

	
	
	
	
	

	Total Project Cost (C+D+E)
	£5189
	£57743
	£54034
	£116966

	Amount Requested from JISC
	£4000
	£50000
	£46000
	£100000

	Institutional Contributions
	£1189
	£7743
	£8034
	£16966

	
	
	
	
	

	Percentage Contributions over the life of the project
	
	JISC

85.5%
	Partners

14.5%
	Total

100%


Detailed Project Planning

15. Workpackages

See Appendix B.

16. Evaluation Plan

The project will appoint an external evaluator and a more detailed evaluation plan will be developed following this. The table below offers a starting point for further dialogue.

	Timing
	Factor to Evaluate
	Questions to Address
	Method(s)
	Measure of Success

	As appropriate
	Dissemination events
	Has there been success in engaging the wider community?
	Questionnaires
	Continued dialogue with the project after the event

	March 2008
	Technical implementation
	How easily do users engage with it? Do they understand what it is trying to do? 
	Observation, peer review, questionnaires
	Users engage with technology and are able to make constructive suggestions for its improvement

	Dec 2008
	Whole project
	How successful has the project been and what lessons have been learned about the process? Are the outputs appropriate and in a form that can be used by the community, including other projects?
	Written evaluation report
	Outputs taken up and developed further by other projects


17. Quality Plan

	Output
	Project Plan

	Timing
	Quality criteria
	QA method(s)
	Evidence of compliance
	Quality responsibilities

	By 30 April 2007
	Fitness for purpose
	Review by project team; review against JISC guidelines
	Sign off by JISC Programme Manager
	Project Manager


	Output
	Project website

	Timing
	Quality criteria
	QA method(s)
	Evidence of compliance
	Quality responsibilities

	On publication, then quarterly
	Accessibility/usability
	Compliance checking,

Peer review
	Compliant with University of Nottingham policies
	Project Manager


	Output
	Guidance materials for practitioners

	Timing
	Quality criteria
	QA method(s)
	Evidence of compliance
	Quality responsibilities

	By Dec 2008
	Are materials clear and well produced? Is the guidance useful and relevant to practitioners?
	Validation by practitioners involved in the project; review by other Admissions Demonstrator projects and JISC community
	Sign off by JISC
	Project Manager


	Output
	Technical outputs/prototypes

	Timing
	Quality criteria
	QA method(s)
	Evidence of compliance
	Quality responsibilities

	By Sept 2008
	Are functional and usability requirements satisfied? 
	User testing
	Sign off against tests
	Development staff; Project Manager


18. Dissemination Plan

	Timing
	Dissemination Activity
	Audience
	Purpose
	Key Message

	Regular
	Information on project website/wiki
	General
	Inform, engage, publish outputs
	Find out about this project and join in evolving dialogue around findings and issues

	As appropriate
	Presentations at CETIS SIG meetings
	CETIS community; other JISC projects
	Inform, engage
	Project intentions and progress; requests for further engagements

	Passim
	Contributions to events organised by regional and national bodies, e.g. Delivery Partnership events
	Key stakeholder groups
	Raise awareness; inform, collect input, possibly engage
	JISC-funded work with potentially significant impact in a key area

	As arranged by JISC
	Participation in JISC project/eFramework events
	JISC colleagues, partner projects
	Share and discuss methods and findings; look for overlaps and opportunities for collaboration
	Share experience and find out about project progress

	21 June 2007
	SPA conference
	Admissions staff
	Raise awareness; inform, collect input, possibly engage
	Think about eAdmissions processes and how you might contribute to the project

	20-21 November 2007
	Workshop at JISC-CETIS conference
	Invited participants 
	Share methodology, showcase findings to date
	Development of project and contribution to JISC agendas

	March/April 2008
	UCAS Admissions Conference
	Admissions staff
	Inform, engage, share findings
	Can you use the final map to help your institution plan eAdmissions practice?


19. Exit and Sustainability Plans

	Project Outputs
	Action for Take-up & Embedding
	Action for Exit

	All
	
	Stored on project website for minimum 3 years; accessible via CIEPD site as a past project and links from other project sites

	Technical models and documentation
	Submit to e-Framework as appropriate
	Collaborate with e-Framework staff to ensure compliance 

	Reports
	Copies circulated to interested parties; promote through conferences, mailing lists and JISC website
	Deposit in Jorum; archive on website

	Project website
	Maintain link via CIEPD main site
	Project Manager to ensure all deliverables listed and/or included as appropriate.


	Project Outputs
	Why Sustainable
	Scenarios for Taking Forward
	Issues to Address

	SUM(s)
	Part of e-Framework
	Accessible via e-Framework site for further development
	Reusability in other areas and countries

	Course Entry Profile specification
	Part of UCAS application process
	Further work by UCAS and HEIs to promote and extend
	

	Guidance materials for practitioners
	Offer support for ongoing process
	Maintained on project website; consideration of use by JISC InfoNet
	Ownership needs to be established to ensure materials are kept up to date


Appendixes

Appendix B. Workpackages

CIEPD Advisory Group (Chair PVC Herb Sewell)





Operational project team





Project Director (Angela Smallwood)





Project Manager (Sandra Kingston)





MMU Admissions staff





UCAS team (headed by Jill Johnson)





Administrator (Carina Neil)





UoN Admissions staff





APS


(Alan Paull)
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