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JISC Project Plan 

Before completing this template please note:
· The Project Management Guidelines have detailed instructions for preparing project plans.

· Please expand tables as appropriate.

· Fill in the information for the header, e.g. project acronym, version, and date.

· Prepare a cover sheet using the cover sheet template and attach to the project plan.

· This template is for completion by JISC funded project managers

· Text in italics is explanatory and should be deleted in completed documents.

· Please check with your programme manager before completing this form whether they would like to use a specially adapted template specific to your project.
Overview of Project

1. Background

<Summarise the background to the project (and how it builds on previous work) and the need for it (and why it’s important).>
1 This project is to develop an institution-wide electronic assignment handling system primarily based upon the previous demonstrator system developed for the Medicine, Health and Life Sciences (MHLS) faculty. This demonstrator system has proved the concept at individual School level over the past two years. The Schools of Medicine and Nursing & Midwifery have tried and tested the system with over 6500 submissions and 60 assignments in programmes ranging from first year undergraduate to postgraduate level. The current system works well for students who have commented “It is an easy system to use and I think it would be great if all of our assignments could be submitted this way” and “I thought the format for feedback was very helpful. It is very clear and helps us to identify our strengths and weaknesses more accurately - This will prove beneficial for future assignments”.  However, we know that it lacks functionality for administrators and markers. Despite the short comings of the demonstrator system, Schools wish to increase their use of the system.
2 The development of an institutional solution will remove the current shortcomings in the demonstrator, extend the benefits beyond the MHLS faculty, assist with the improvement of feedback to students on assignments, and lead to significant gains in assignment marking and administration.
2. Aims and Objectives

<List the broad aim or purpose of the project, and the specific objectives you intend to achieve.>
The main aim of this project is to make available the previously identified benefits of electronic assignment handling to all schools across the institution whilst simultaneously resolving the identified shortcomings of the current demonstrator system.
Objectives:

1. Provide an electronic assignment handling solution for all schools and programmes of study.
2. Integrate plagiarism detection into student assignment submission and marking.

3. Provide robust administrative tools for the creation, modification, marking and moderation of assignments.

3. Overall Approach

<Describe the overall approach you will take to achieve the objectives outlined above, including:

· Strategy and/or methodology and how the work will be structured

· Important issues to be addressed, e.g. interoperability

· Scope and boundaries of the work, including any issues that will not be covered.

· Critical success factors.>
Issues to be addressed:
1. How to engage schools currently using the MHLS demonstrator, and clarify their needs from the new system (particularly with respect to changes in the formation of the School of Health Sciences)
2. How to engage schools outside MHLS, and gain insight to their procedures and needs.

Success factors:

1. Use of the new system by schools currently using the MHLS demonstrator system
2. Use of the new system by a variety of other schools/programmes of study throughout the institution

3. Reporting of TurnItIn plagiarism data alongside marking/moderation procedures

4. Improvement in student evaluation of feedback processes.

5. Rationalisation of assessment procedures across the institution.

Items 4 and 5 may occur after JISC funding of the project has ceased and are longer term.
4. Project Outputs

<List the tangible deliverables (including reports) your project will create, and the less tangible knowledge and experience you hope to build and share.>
The primary output of the project will be the electronic assignment handling system. This will provide enhanced student feedback and administrative cost savings across the University. Secondary to this will be knowledge gained in integrating the system with the TurnItIn plagiarism detection system, feedback regarding the assignment definition and marking processes of schools outside the MHLS faculty, and any additional feedback from staff and students who use the system before the completion of the project. We also expect to gather additional information regarding the differences in assignment and marker processes with respect to considered educational best practices. All of this knowledge will be disseminated for the wider sector in the form of source code, technical documentation, user documentation and instructional material.

5. Project Outcomes

<List the outcomes you envisage, including their impact on the teaching, learning, or research communities, and what change they will stimulate or enable.>
This project will enable all Schools (including those within MHLS using the current demonstrator system) to provide on-line submission of student work, on-line marking and moderation of this work and on-line feedback to students for their work. Thus, significant benefits may be realised for taught programmes such as improved access for submission of student work (e.g. avoiding travel to a central office), increased feedback to students by (at least) the encouraged use of marking descriptors, improved plagiarism detection and simplified access for external examiners. 

This (it is envisaged) could lead to improvements in assessment quality by emphasising the importance of feedback and adherence to educational best practices in the whole assessment process. Whilst it is not expected that all relevant assignments institution wide will immediately begin using the e-Assignment system, by the close of this project a clear outcome would be that all schools/programmes consider their future assignments with the potential benefits of the e-Assignment system in mind.
6. Stakeholder Analysis

<List key stakeholder groups and individuals that will be interested in your project outcomes, will be affected by them, or whose support/approval is essential, both within your institution and in the community, and assess their importance (low/medium/high).>
	Stakeholder
	Interest / stake
	Importance

	Existing MHLS e-Assignment demonstrator users
	To progress from demonstrator to new system
	V.High

	Assessment managers/coordinators
	To engage/use the system developed for appropriate assignments
	V.High

	Pro Vice Chancellor for Education & IT
	Responsibility for education across the University
	High

	Directors of Education
	Responsible for education within their School
	High

	Education Policy Committee
	Responsibility for education across the University
	High

	Teaching staff (assessors/moderators)
	Users of the completed system, beyond those already identified as users of the demonstrator system
	High

	External examiners
	Users of the completed system for assignments marked within in
	Low

	Students
	User of the system to submit work and receive marks/feedback 
	High

	iSolutions
	Providing technical expertise and backup to the project team (who are all members of iSolutions). Providing the hosting infrastructure for the system once it is to be used institutionally.
	High


7. Risk Analysis

<List factors that could pose a risk to the project’s success, assess their likelihood and severity, and how you will prevent them from happening (or manage them if they if they occur).  Cover the types of risks listed and any others that apply.>
	Risk
	Probability

(1-5)
	Severity

(1-5)
	Score

(P x S)
	Action to Prevent/Manage Risk

	Lack of institutional engagement
	1
	5
	5
	One of the projects steering committee members is the University’s appointed Director of E-learning, mandated by the University’s Senior Management Team to introduce appropriate institutional infrastructure, with the support of the University’s Information Systems Services whose Director will also be a member of the steering committee. The Chair of the Steering committee, Rosalynd Jowett is an Associate Dean of Education, her portfolio includes assessment and she leads the Faculty project on e-assignment.

	Lack of Schools engagement
	2
	5
	10
	The University already has buy in from all Schools within the Faculty of Medicine, Health & Life Sciences for the demonstrator system. Schools from our other two Faculties have expressed interest in using the demonstrator system, but rolling out a demonstrator across the University was considered unwise. 

	Development difficulties
	3
	3
	9
	We do not anticipate extensive technical difficulties in implementing the system. We envisage the greater challenge will be aligning the existing manual processes and cultural changes.

	Inability to recruit appropriate staff 
	2
	3
	6
	Any short term delays will be minimized by the use of secondment and changes in priorities of existing staff.

	Loss of key staff such as project manager
	2
	2
	4
	The project team has strength in depth and full institutional support. There is considerable experience across the University including iSolutions and the School of Electronics & Computer Science 


8. Standards

<List the standards the project will use in the table below.  Also indicate:

· Any deviations from the standards that JISC recommends.

· Where choices exist in an area, the reasons for the standards selected.

· Where proprietary standards are selected in an area where open ones are available, the reasons for their use and their scope of deployment.>
	Name of standard or specification
	Version
	Notes

	XHTML
	1.0
	All web content within the system is expected to be XHTML 1.0 compliant.

	CSS
	2
	All styling code within the system is expected to be CSS 2.0 compliant.

	WAI-WCAG
	
	

	Microsoft SDL
	
	This is a guidance framework used by Microsoft during the development process, to ensure that security is appropriately examined at all stages of development.  Its use is credited for the lack of security advisories issued for SQL Server 2005+.

	ASP.NET & .NET Framework Base Class Library
	3.5
	Whilst this is a proprietary technology, it is provided free-of-charge by Microsoft.  Sufficient open software exists for this platform to allow us to believe that the only proprietary dependency will be a copy of Windows.  Using this platform will speed the rate of development.

	C# (ISO/IEC 23270:2006)
	
	


9. Technical Development

<Indicate how the project will follow best practice for technical development, and any specific technologies or development approaches the project will adopt and why.>
The project will be written in C#, and utilise Microsoft’s ASP.NET platform, along with the .NET Base Class Library (BCL), for ease and speed of development.  The development process will follow Microsoft’s Secure Development Lifecycle (SDL), to ensure that security receives the appropriate level of consideration at each stage of development, and will be managed in a manner compatible with the PRINCE2 methodology.  The system will be interface-based, to allow for easy modification and extension (e.g. adding additional authentication methods).  The source code will be appropriately commented with “doc comments”, allowing Microsoft’s Sandcastle Helpfile Builder to be used to automatically generate “programmer’s” documentation for the classes.  All source code will be kept within a SubVersion source-control system, to allow for release control and change auditing.
10. Intellectual Property Rights

<Indicate who will own the intellectual property created by the project  List any intellectual property owned by third parties that will be incorporated into project outputs, when/how you will obtain permission to use them, and any implications for project outputs after the project ends.>
The code will be made available under an appropriate open source agreement and may be used within any educational establishment in line with JISC’s requirements, as per the terms and conditions of JISC grants. The University will retain IPR on the software artefacts and associated documentation. 

Project Resources

11. Project Partners

<List all project partners (including subcontractors), their roles, and the main contact.  Indicate the date a consortium agreement was signed (or will be signed), and send a copy to the programme manager.>
None.
12. Project Management

<Briefly describe the project management framework, including organisation, reporting relationships, decision process, and the role of any local management committee.

List all members of the project team, their roles, and contact details.  Indicate the proportion of time the project manager will spend on project management.
Indicate if the project has training needs and how they will be met.>
Cycle-by-cycle management will be undertaken by a Project Steering Committee, comprising all the project investigators and the project implementation team meeting at least every three months. 
The Project Steering Committee will report into the relevant University Committees periodically.  Day-to-day and week-to-week management will be undertaken by the Project Manager, working in consultation with and under the strategic direction of the Project Steering Committee.
The project will use the JISC guidelines on quality assurance, project management, and open source software development. Quality and project management will include the development of project standards for documents (e.g. requirements specifications, project glossaries; non-functional requirements); version, configuration, and change management; requirements tracking; quality reviews of software, models, and documentation (including design reviews and code walkthroughs); and maintenance of an issues log and tracker.
It is intended to use the Microsoft Security Development Lifecycle (SDL) in order to ensure greater security of the completed system. This will involve additional meetings and reports specifically targeting the security implications and decisions within each work package.
13. Programme Support

<Indicate if there are specific areas where you would like support from the programme or programme manager.>
None identified so far.
14. Budget

<Use the budget template and attach the project budget as Appendix A.  Explain any changes from the budget in the agreed project proposal.>
See appendix A.
Detailed Project Planning

15. Workpackages

<Use the workpackages template to plan the detailed project work and attach as Appendix B.  Clearly indicate project deliverables and reports (in bold), when they are due, phasing of workpackages, and explain any dependencies.  You may also attach a Gantt chart, diagram, or flowchart to illustrate phasing.>
See Appendix B

16. Evaluation Plan

<Indicate how you will evaluate the quality of the project outputs and the success of the project.  List the factors you plan to evaluate, questions the evaluation will answer, methods you will use, and how success will be measured.  Expand as appropriate on how you will conduct the evaluation.>
	Timing
	Factor to Evaluate
	Questions to Address
	Method(s)
	Measure of Success

	During/after system specification production
	Feature set being developed
	Are all current features met

Are key new features to be implemented correctly
	Interviews and discussion with key individuals
	Missing features are either included into the specification or identified as not required for the system

	During system specification production
	Staff/School engagement
	Are enough School’s engaged in identifying features and functions needed
	Assessment of feedback received. Direct contact with Education/Assessment managers if no feedback is received from specific Schools
	A significant proportion of Schools provide feedback on their potential to use the system, and whether it is likely to meet their needs.

	During/after first ‘live’ assignment submission
	Student satisfaction with online submission/marking
	Accessibility

Usability


	Online survey/questionnaire
	System meets the aims of providing an accessible environment for submitting work and receiving feedback

	After first ‘live’ assignment marking
	Staff satisfaction with online submission/marking (existing demonstrator users)
	Accessibility

Usability

Features

Perceptions
	Online survey and interviews with key individuals
	Agreement that overall system exceeds current performance/features of existing system.

	After first ‘live’ assignment marking
	Staff satisfaction with online submission/marking (new users)
	Accessibility

Usability

Features
Perceptions
	Online survey and interviews with key individuals
	Agreement that overall system provides potential for improved assignment handling process, marking, feedback and evaluation (although not necessarily for all assignments)

	Before first ‘live’ assignment submission
	Administrator satisfaction with assignment configuration and reporting
	Accessibility
Usability

Features

Perceptions
	Interviews with assignment coordinators
	Agreement that overall system provides potential for improved assignment handling process.


17. Quality Plan

<Explain the quality assurance procedures you will put in place to ensure that project deliverables meet quality expectations and acceptance criteria.  Complete the table below for each of the major deliverables providing as much detail as possible. Repeat the table as many times as necessary to accommodate all deliverables.>
	Output
	e-Assignment System

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

(if applicable)

	WP5/WP6
	XHTML compliant interface
	Use only XHTML compliant code in interface development, review during development using code fault highlighting tools
	Testing of interface web pages against XHTML standards
	Lead web developer
	

	WP6
	CSS compliant interface
	Use only CSS code in interface development, review during development using code fault highlighting tools
	Testing of interface web pages against CSS standards
	Lead web developer
	

	WP6
	WAI-WCAG compliant interface
	Specific tasks in work package to examine WAI-WCAG needs and adjust interface appropriately
	Manual review of interface against WAI-WCAG standards during testing phase
	Lead web developer
	

	Throughout project
	SDL integrated into project development
	Meetings and discussions during work packages to ensure security is always high priority
	Regular reports demonstrating security considerations and decisions
	Project Manager
	

	WP8
	Good quality training material that is fit for purpose
	Discussion with end users regarding the ease of use of documentation during each training and demonstration session. Online survey to collate additional information about ease of use
	Recorded data showing user satisfaction with documentation produced
	Project Manager
	


18. Dissemination Plan

<Explain how the project will share outcomes and learning with stakeholders and the community.  List important dissemination activities planned throughout the project, indicating purpose, target audience, timing, and key message.>
	Timing
	Dissemination Activity
	Audience
	Purpose
	Key Message

	WP2
	Internal press release with details of the project and achievements so far with demonstrator system
	Directors of education, senior educational staff in the institution
	Raise awareness of the project, gain additional input before end of specification phase
	Project aims and prior achievements

	Throughout
	Project Blog web site
	All stakeholders as well as others who may have an interest in the project 
	Raise awareness of the project and it’s current stage of development
	

	WP4
	Internal press release with functionality details
	Directors of education, senior educational staff in the institution
	Raise awareness and inform about functionality agreed upon
	List of key functions

	WP6
	Internal press release detailing availability of system for testing
	Expected senior users new to e-Assignment, all existing users of demonstrator system
	Inform users about availability of system and potential for testing
	System available for testing (UAT)

	WP8
	Workshops for informing/training
	All institution members wishing to use the system
	Inform staff how the system can be used, its aims and how it can enhance education. Train staff to use the system
	System benefits

	WP8
	Press release, project blog and project web site
	External education community
	Publication of all documentation, code and experiences so far with using the system
	Project experiences and current state


19. Exit and Sustainability Plans

<Explain what will happen to project outputs at the end of the project (including knowledge and learning).  Focus on the work needed to ensure they are taken up by the community and any work needed for project closedown, e.g. preservation, maintenance, documentation.>
	Project Outputs
	Action for Take-up & Embedding
	Action for Exit

	Southampton e-Assignment system
	Continued maintenance and training for further users of the system
	Appropriate user and technical documentation as well as training plans for different staff levels.


<List any project outputs that may have potential to live on after the project ends, why, how they might be taken forward, and any issues involved in making them sustainable in the long term.>
	Project Outputs
	Why Sustainable
	Scenarios for Taking Forward
	Issues to Address

	Southampton e-Assignment system
	For continued use for institutional assignments
	Potential identified needs/features from schools not initially engaged. 
	Staffing and resourcing availability for maintenance vs development

	
	
	Analysis of experiences of different schools/programmes of study in use of e-assignment
	Resources for collating and analysing data.


Appendixes

Appendix A. Project Budget

Appendix B. Workpackages
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