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JISC Project Plan – XCRI mini-projects 

Overview of Project

1. Overview

The University has developed a new strategic plan that explicitly focuses on new approaches to teaching and learning that create individualised pathways, step-on and step-off routes and a complex range of opportunities that link student’s skill development and personalised planning with Information, Advice and Guidance that consequentially supports improved engagement with employers.  The potential use of XCRI will expedite some of these developments and provide intelligence for a wider community regionally and nationally.

Internally, the University has a number of disconnected databases which contain information about course programmes: course and module validation database, SITS student record system, short course database, prospectus files, web course catalogue, course handbooks. As these have been created and are maintained by different business functions to support their own activities, our current processes involve the passing of course information from one area to another by document. Information is re-keyed, not adequately linked and cross verified. HudXCRI will contribute to the e-learning programme by providing a realistic test of the course advertising aspects of the XCRi specification by using it to present the whole range of courses and modules offered by the University and support the internal system and process re-engineering reducing duplication of effort around course and module data management..

2.  Aims and Objectives

This project aims to;

Implement and test XCRI CAP 1.1 course information specification within The University of Huddersfield in order to evaluate its usability and help refine it for future application.

Provide an insight into the changes required to business processes and IT systems in order to deliver automatically generated course catalogues in this way and review the institutional benefits of adopting this approach.

Through the WYLLN establish precedence among HE providers within West Yorkshire for the storing and sharing of course related information with the intention of working towards the creation of a HE directory for West Yorkshire learners and employers. 

Work with Hotcourses Ltd and UCAS to provide an automated feed of University of Huddersfield course advertising information using XCRI for inclusion in the LSC/learndirect National Learning Directory.  The project will also investigate with UCAS whether it is practical to supply the main UCAS courses data feed via XCRI, building on earlier JISC-funded XCRI projects.
3. Overall Approach

Work Package 1
Alan Paull will visit The University of Huddersfield institution to investigate its state of readiness for XCRI-CAP implementation.  This involves documenting its current methods of courses information storage and processing, so that a bespoke business process can be developed to enable the institution to deliver XCRI-CAP feeds for internal and/or external use.  This process includes identifying workable sources of courses information and recommending suitable transformations and mappings to XCRI-CAP.  

1. A report of the University of Huddersfield’s readiness for XCRI-CAP implementation using the XCRI Implementation Models (XIM) templates
.  This report will:

.1 Document the institution’s courses information storage and processing methods.

.2 Identify workable sources of course advertising information.

.3 Identify which courses or types of course would be most suitable for inclusion, and why.

.4 Identify any issues for resolution, so that the project can make progress.

2. A process model of how each The University of Huddersfield’s course advertising information will be used by the project.

3. A transformation of existing course advertising data for each institution into XCRI-CAP using Altova MapForce.  This tool outputs both the valid XCRI-CAP documents and code in a variety of computer languages to enable the process to be replicated or used as the basis for a production implementation.

4. A high level action plan for the next steps to be taken by The University of Huddersfield, in order to transform and map the data to XCRI-CAP, using processes that will enable the data to be supplied regularly.  This plan may include, for example, how an institution might implement software processes (high level processes only).  The action plan will include likely costs in terms of time and resources.

3.1.1
Process

Alan Paull will visit previously identified members of staff at The University of Huddersfield to collect technical, process and organisational information.  The XIM template will be completed in draft during the visit if possible, so that members of staff can comment and have an immediate input into the document.

He will carry out post-visit analysis and reporting to produce the required outputs.  All outputs will be reflected back to the institution for validation and further comment.

3.1.2
Interim Evaluation

Reports and action plans will be shared with the University of Huddersfield for amendment, validation and sign off.  All outputs will be subject to review within the project and sign off by an appropriate manager.

Work package 2

Work package 2 will take the outputs of Work Package 1 namely the high level action plan for the next steps to be taken by The University of Huddersfield, in order to transform and map the data to XCRI-CAP, using processes that will enable the data to be supplied regularly.
On successful proof of concept, full migration of data will be completed. Business processes around producing, classifying and validating course advertising information will be reviewed, improved and documented.

Evaluation of Implementation

Within the Project Steering Group meetings, the implementation of XCRi as a change initiative will be reviewed on a continuous basis reflecting on problematical areas associated with data, processes and internal systems and issues. Summary reports will be generated following each Project Steering Group Meeting and key points communicated to JISC Programme Office.

These points will be used to further refine future implementation projects within the partner institutions within the WYLLN.

Once the project has been completed and summary report detailing all of the positive and negative aspects of the project will be written for dissemination including an evaluation of the change initiative and subsequent benefits to the University of Huddersfield.
4. Project Outputs

Work Package 1 Outputs
XIM Report: Must cover the points identified above.  Must clearly state current methods of storage, including software used and any exceptions to centralised storage, and current processes, using modelling diagrams.  Issues related to the implementation of XCRI-CAP for the project must be stated in the conclusions, together with possible solutions in the light of previous experience.

Process model: The model will use the Unified Modelling Language
, with a strong preference for activity diagrams, so that flows can be identified clearly.  The model will be of the proposed pilot processes, not current institutional processes, but the latter must be taken into account, so that any new processes are practical within the constraints of the project.

Transformation: The outputs will include XSLT as well as a diagrammatic representation of the transformation.  APS Ltd will liaise with the University of Huddersfield’s technical staff to ensure that outputs are suitable for their purposes and will consider other output formats if necessary.

Action plan: The main quality criteria is sign-off by the University of Huddersfield.  The plan must be practical and relate to the organisational context.

Work package 2 Outputs

· A searchable and accessible XML course repository based on XCRI

· Creation of a simple demonstrator for course retrieval in conjunction with the XCRI support project

· A collection of web services to search and retrieve information

· XCRI web service feeds for the National Learning Directory (via UCAS and / or Hotcourses) and, if liaison with UCAS is possible, an XCRI feed of the main UCAS course advertising data, including Entry Profiles.

· Documented business processes and standards for the University associated with course creation and advertising.

· An evaluation report on applying XCRI and final recommendations.

5. Project Outcomes

Key project outcomes will include;

a) Documentation on the range and depth of the existing online course information provision, including that supplied as UCAS entry profiles. Distinguish between catalogue-level information and further details on courses available on request (identifying minimum and maximum detail where this varies for courses across the institution).

b) Identification of electronic definitive sources within the institution capable of supplying each of the data items identified in a) above.

c) Review of the XCRI schema and production of documentation detailing the mapping of XCRI elements to the course information data items from b) above.

d) Implementation of the XCRI web service using the sources identified in b) and the mapping from c).

e) Documentation reviewing the output of tests conducted with the aggregator

f) Report detailing the overall process and findings

g) Dissemination event with WYLLN partner institutions encouraging wider implementation and testing of XCRI CAP 1.1.
h) Increased availability of information for QAA audits and internal subject reviews and revalidation.

The HudXCRI project will create a fully XCRI enabled and comprehensive University Course Catalogue integrated with the institutional MIS, including, SITS.

We will fully engage with and disseminate our experiences from applying XCRI within the community including WYLLN Partner Institutions, the SITS user groups and JISC – CETIS forums. 
The project will influence the adoption of XCRI among partner institutions through the WYLLN 

We intend to use the experience of working with course advertising part of XCRI, to contribute to the continued development and presentation of course information in line with a multiple of local, sub-regional and national  agendas and initiatives such as Employer Engagement.’ 

6. Stakeholder Analysis

	Stakeholder
	Interest / stake
	Importance

	University of  Huddersfield Registry
	Streamlining data processing – reducing duplication of data input
	High

	University of Huddersfield Marketing
	Enhanced availability of course and module information – ability to manipulate and represent data easily
	High

	University of Huddersfield Admissions
	Streamlining data processing – reducing duplication of data input
	High

	University of Huddersfield IT
	Integration of MIS, simplification of data management
	High

	WYLLN Partner Institutions
	Observation of project and findings to explore possible implementation within partner institutions
	Medium

	University of Huddersfield (exec/governance)
	Success of project will contribute to institutional strategies
	High

	Alan Paull
	Responsible for the initial analysis of systems and processes and recommending an implementation plan
	High


7. Risk Analysis

	Risk
	Probability

(1-5)
	Severity

(1-5)
	Action to Prevent/Manage Risk

	Staffing
	2
	5
	Initial briefing sessions involving senior representatives within each department to ensure a collaborative, informed approach to executing the project. Regular updates and project briefing sessions for the Senior Project Team. More than one person identified within each department to support the project  

	Organisational
	2
	5
	Briefing papers distributed to the University Executive Team. Contributes one of the Strategic development areas for the University.

Organisational benefits of implementation identified

	Technical
	1
	3
	This project relies more on using existing systems than the development of new technology. Internal measures are in place to assure the security and resilience of the Universities systems

	External suppliers
	1
	5
	Contracted with Alan Paull to deliver the first phase of the project, Alan has an excellent reputation for both capability and reliability. The project manager will keep in close contact with Alan Paull should any extenuating circumstances arise the project manager will be able to maintain he continuation of the project


Additional Issues

The implementation of the HudXCRI, is dependant on the participation of stakeholders within the University and availability of 3rd party suppliers. There is a strategic drive to put this in place and the project has high priority, however due to the dependency on internal and external stakeholders, certain aspects of the project may not be realised within the JISC funding timescales. The Project Manager will maintain close communication with the JISC Programme Office to ensure any potential delays are advised of.
A second risk is following the evaluation of the complex business systems and processes and current data storage, the developments required to implement XCRI across the whole of the course and module catalogue may be unachievable within the JISC timescales. The University is committed to the overall project and would continue through the development beyond the JISC funding timescales if circumstances dictated. 

8. Standards

	Name of standard or specification
	Version
	Notes

	XCRI-CAP
	1.1
	To consider usage of additional date/time stamp for data maintenance

	UML
	2.0
	For modelling of business processes

	Web Service Definition Language (WSDL)
	1.1
	For web services


9. Technical Development

The project will use a process modelling approach to the development.  With this approach our focus is on improvement of existing processes and capabilities, rather than on gathering new requirements and implementing new systems to satisfy them.  Concentration of effort will be on the modification of business processes for the flows of course advertising information, so that they can be centralised and standardised.  For this purpose we will use the UML diagramming language to describe the flows in detail.

Mapping and transformation of the information flows will use XSLT where possible, and otherwise will utilise technologies that already exist within the University, such as the facilities of SITS.  As SITS is the major provider of information systems in UK HE, any developments that interface with SITS will be of interest to the wider community.  We recognise that there may be challenges here, as different departments may use different technologies, but we hope to standardise interfaces using a service oriented approach wherever possible, for maximum flexibility.  If these mechanisms are not fully implemented within the time scales of the project, the University is committed to their implementation in the medium term.

Data will be made available via well-documented web services, so that internal and external systems can consume it.  Testing of the data feeds will be conducted via the XCRI aggregator, and if available, we would make use of any ‘business rule’ validator within it.
10. Intellectual Property Rights

The University will not seek to protect IPR arising from this project, but will seek to disseminate good practice and any technologies developed with the JISC community including making any web services that are created available as open source
Project Resources

11. Project Partners

As detailed in the Stakeholder analysis, our key project partners are;

	University of  Huddersfield Registry

	University of Huddersfield Marketing

	University of Huddersfield Admissions

	University of Huddersfield IT

	WYLLN Partner Institutions

	University of Huddersfield (exec/governance)

	Alan Paull


12. Project Management

The project will be structured and managed in accordance with the University of Huddersfield’s standard project management methodology and JISC’s best practice guidelines.

A project team will be established consisting of Jane Aldred (j.aldred@hud.ac.uk), a senior manager within the University’s Computing and Library Services, as project director (6 working days), and members drawn from the departments of Admissions & Records, School Marketing Teams, Computing and Library Services and Marketing and Communications. Each member will spend approximately 2 working days on the project (10 days).
The project will be led by Joanne Lambert, an experienced project manager who previously managed the National Learning Directory at Ufi/learndirect and had responsibility for leading several technological change and implementation programmes and projects within the public and private sector. Joanne will spend approximately 12 working days on the project.

Joanne Lambert has recently managed a HEFCE funded project through the WYLLN to design, develop and implement, IAGnow, a secure web based CRM system designed to support the delivery and management of information, advice and guidance activity and track learners progression into and through HE.

The financial elements of the project will be managed by Denise Ogden within the University’s Financial Services Department. Denise has overall responsibility for the University’s externally-funded projects; the current overall project value currently monitored by the Department is £21m. The time involvement for Denise will be approximately 2 working days.
Alan Paull from APS Ltd will be contracted with to provide the investigation of the University of Huddersfield’s readiness for XCRI-CAP implementation.  He will also work closely with colleagues from the University, Hotcourses Ltd and UCAS on technical and process implementation issues.
13. Programme Support

The team at The University of Huddersfield welcome support from the programme and the programme manager and at this stage would like to be included in any dissemination or development events
14. Project schedule/workpackages
	Work Package
	Sept
	Oct
	Nov
	Dec
	Jan
	Feb
	March
	April
	May
	June
	July

	1
	
	
	
	
	
	
	
	
	
	
	

	2
	
	
	
	
	
	
	
	
	
	
	


15. Budget

	Directly Incurred

Staff 
	Oct 08-Mar 09
	TOTAL £

	Post, Grade & % FTE
	£
	£



	Etc.
	£
	£



	Etc.
	£
	£



	Total Directly Incurred Staff (A)
	£
	£


	
	
	

	Non-Staff
	
	

	Travel and expenses
	£1,500
	£1,500



	Hardware/software

Hardware - to purchase and set up a server to hold the course information across the University Software would be for licences for the operating system and database software 
	£5,875
	£5,875



	Dissemination
	£1,000
	£1,000



	Evaluation
	£
	£


	Other (Consultant)
	£2,644
	£2,644



	Total Directly Incurred Non-Staff (B)
	£11,019
	£11,019



	
	
	

	Directly Incurred Total (A+B=C)

(C)
	£11,019
	£11,019



	
	
	

	Directly Allocated
	
	

	|||||||||||| |||||||||||||| |||||||||| |||||||||||| ||| ||||||||||
	||||||||||||
	||||||||||||


	|||||||||||| |||||||||||||||| |||||||||||||| |||||||||||||||| ||||| ||||||||||
	||||||||||||
	||||||||||||

	|||||||||||||| ||| |||||||||||||||||||| ||||||| ||||||||||||||| |||||||||||| ||||||||||||||| ||| |||||||||
	|||||||||
	|||||||||
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	|||||||||
	|||||||||
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	|||||||||
	|||||||||

	||||||||||||||||||| | |||||||||||| ||||||||||||||| ||||||||||||| ||||||||||| ||| ||||||||||
	|||||||||
	|||||||||

	|||||||||||| ||||||||||||||||| |||||||||| |||||||||||| |||||| ||||||||||
	|||||||||
	|||||||||

	|||||||||||||||||||| ||||||| ||||||||||||||| |||||||||||| |||||||||||||||||| |||||| ||||||||||
	|||||||||
	|||||||||

	
	
	

	Estates
	£0
	£0



	Other
	£
	£



	Directly Allocated Total (D)
	£8,332
	£8,332



	
	
	

	Indirect Costs (E)
	£0
	£0



	
	
	

	Total Project Cost (C+D+E)
	£19,351
	£19,351



	Amount Requested from JISC
	£10,000
	£10,000



	Institutional Contributions
	£9,351
	£9,351



	
	
	

	
	
	

	Percentage Contributions over the life of the project
	JISC 52%

Institution 48%
	Total

100%


� See � HYPERLINK "http://www.alanpaull.co.uk/xim/docs/xim.dot" �http://www.alanpaull.co.uk/xim/docs/xim.dot�.  For the XIM final report see � HYPERLINK "http://www.alanpaull.co.uk/xim/docs/XIMreport2008-06-20.pdf" �http://www.alanpaull.co.uk/xim/docs/XIMreport2008-06-20.pdf� .


� Unified Modelling Language v2.0
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