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1.1 Contributors

Please provide details of all contributors to this document, including estimation team members.
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PROJECT OVERVIEW

1.3 Executive Summary  
The Distance Education Initiative (DEI) programme will develop high quality Online Distance Learning (ODL) postgraduate programmes for a significant student cohort, and provide a high quality and flexible approach to study off campus.

Currently, the card application process is entirely paper-based. Paper forms are sent to the students’ home address. Students check their details, add a photo to the form and then return it to the University. Card Services print all the cards in bulk over the summer, and students collect their card at the start of semester. 

There are many disadvantages to this approach for ODL students. The current method relies on a mail service and this can be sub-optimal in some countries. It gives a poor impression of the University especially for students who are expected to complete their studies fully online. Students studying off campus cannot collect their card.
This project will make changes to the Card System so that

· All students can send photos electronically. 
· Initially the on-line service will be made available only to ODL students
· Card Services are able to identify which students are ODL to ensure their student cards are posted out to them, rather than expecting them to be collected at the start of semester. 

· Card Reporting and Card Front Office are enhanced so that ODL students are reported and displayed.
1.4 Business Objectives and Project Deliverables
Clearly state the objectives of the project in terms of the business requirements to be addressed. For each objective state clearly how these objectives will be met by the specific deliverables of the project. Consider how each deliverable can be tested or otherwise shown to meet the project objectives. Provide as much relevant information as is available. 

Review the business objectives and deliverables identified in the Project Proposal – any changes should be highlighted and a reason given:


	No
	Description 
	Priority (M/HD) 
	Deadline
	New or Changed from proposal (Y/N)

	O1
	Display ODL flag in Card System


	
	
	

	D1
	Amend EUGEX View and EUGEX to Card System feed to take ODL student data.
	M
	June 2012
	No

	D2
	Card System (ORACLE) to display new ODL flag from Card Database so that Card Services can deal with ODL queries.
	M
	June 2012
	No

	  D3
	Front office (Web view of Card System used by the help desk and other operating card replacement centres) to display ODL flag
	M
	July 2012
	No

	  D4
	Add New 'Yes/No' field for 'digital image submitted and approved' to be added to card database, and also to card system. This will make it easier for Card Services staff to identify which records are ready to be printed.
	M
	July 2012
	Yes(New)

	O2
	Use ODL flag in Card System and BOXI


	
	
	No

	D1
	Need to operate separate processes for ODL and non ODL students. Enable batch print of Card Forms for non-ODL, or for ODL students only, and by scheme (UG, PG etc). 

	M
	June 2012
	

	D2
	Add a function in Card System for Card Services staff to change status of records in Card System from ‘Form not Printed’ to ‘Form Printed’. Setting status to ‘Form Printed’ allows the software (ID Works Card Production) to print card. Currently the status is automatically changed to ‘Form Printed’ when a batch of forms is actually printed. 
ODL students would not require any form sent to them, so no requirement to have actual paper forms printed.  Solution is to re-use the same functionality as the batch printing uses but only to update the database.

In the event ODL students cannot send the photo electronically, they would download the application form from MyEd channel which they will then return to card services or alternatively  they would advise Card Services by e-mail to have the form send out to them by post. 

	M
	July 2012
	

	  D3
	Add BOXI field for ODL flag and image received Y/N in Smartcard Universe
	M
	July 2012
	

	O3
	ODL Students to submit digital image for Card Services use 


	
	
	No

	D1
	Create a MyEd channel(s) for online submission of digital image by students, or amend the existing card PIN channel in MyEd to allow image submission.  To determine whether two separate MyEd channels (ODL/non ODL) are required.
	M
	July 2012
	

	D2
	Students to give undertaking that image file are a true image of them.
	M
	July 2012
	

	D3
	System validation required: 

· Standard file characteristics of acceptable image to be agreed and used to set parameters of interface for submission: the file characteristics should include file size (between x and x K), and file format (.jpg file extension required). 
· Meaningful Reference number to be used as the image file name (i.e. for student, use the Matriculation number but do not include the letter‘s’). 

· Only one image may be submitted by the student
	M
	July 2012
	

	D4
	Submit process:

· ‘Submitted not approved’ image files to be stored in a single file storage container. 

· Once image is submitted, MyEd channel image submission is disabled to prevent further submission.
· Card Services staff to quality check image.

· Card Services staff to be able to mark each image individually or by Select All as 'Approved' or as 'Rejected’.
	M
	July 2012
	

	D5
	Approval process:

· ‘Approved’ files to be moved to a single file storage container of approved image files.

(Student data are populated in card database 6 weeks before start date. Student may submit image prior to the feed of student data from student record into card database)

· System to check that the record exists on the card database. 

· If the record does exist then database updates (described in next bullets) to be made.  
· If the record does not exist in the card database at that time, the image is to be marked by the system as 'awaiting record'; system to check for records to match with images marked as 'awaiting record' automatically on a daily basis and also when prompted by Card Services staff.

· when a record is found to exist in the card database, image is to be unmarked from, 'awaiting record' and database updates made
· System to set the 'Yes/No' field for 'digital image submitted and approved' to Yes.
· Image Reference number to be automatically imported into the Card Database and populate image file name field. 
· In the event of the same file name existing in the Rejected container, Reject file to be deleted.
	M
	July 2012
	

	D6
	Reject process:

· Card Services staff to reject image and select one reason from drop down.

· File to be moved to a single file storage container of rejected image files.

· Student who has submitted a rejected image to be sent an automatic e-mail message indicating reason for rejection and requesting re-submission; and automatic removal of the block on submission of image file for approval to permit the student to submit a new image.
· Card Services staff to have a facility to manually remove the block on submission of image file for approval to permit the student to submit a new image.
	M
	July 2012
	

	D7
	All file storage containers to be backed up.
	M
	July 2012
	

	O4
	Non ODL Student/Staff/Visitor to submit digital image for Card Services use


	
	
	

	D1
	MyEd channel to be reused for addition to non ODL student, staff and visitor portals. 

	HD
	Autumn 2012
	No

	
	
	
	


1.5 Scope

This project has a hard deadline: end of June 2012. The current process, initiated by Card Services, starts sending the forms out at the beginning of July for all new students. This hard deadline is to allow the new digital photo submission process to be used alongside the current manual process for all new students.
The scope of this project is 

· to display and use the student ODL flag in the Card System, 
· to allow the ODL flag to be used in reporting,
· for ODL Students only, to submit digital images using MyEd channel.  But the Card System’s processes and validation, and MyEd changes need to be built so that it can be easily reused for non ODL students, Staff and Visitors at a later date ( to be planned for the Autumn to apply to students starting in January). 
Out of scope:
· Non ODL student, staff and visitor will not be able to submit digital images in June, but at a later date. 

· There are no changes to the existing functionality: Card Services staff to retain the ability to upload scanned physical photographic images to the ‘live’ file storage container, and to print out form for posting.
· There are no changes to be done to the Door Control system or the Counter Solutions system. 
· The digital image can not be updated after it has been loaded into the card system.

Assumptions:

· As the ODL appears on the Card database, Card Services has authority to process the print and distribution of cards.

· The current process documentation for Card Services exists and is up to date.
1.6 Milestones

Please provide details of the major milestones, highlighting the type - soft or hard.  If hard, please provide reasons. Note there may be more than one major milestone for the project associated with events such as phased implementation completions, closure etc. The table below provides suggested milestones based on the Standard Software Project Methodology see http://www.projects.ed.ac.uk/methodologies/ these may be modified or augmented as required to meet the particular needs of this project.
	Description
	Date
	Type (& Reason if Required)

	Planning (this is when the project Terms of Reference and associated documents will be signed off)
	16/03/2012
	soft

	PPAR (this is when the business requirements for the project will be signed off)
	11/04/2012
	Soft

	PPDR (this is when the design of the proposed solution will be signed off)
	19/04/2012
	Soft

	PPBR (this is when the build stage of the project will be signed off)
	01/06/2012
	Soft

	PPIR (this is when the solution will be fully integration tested and signed off by the technical team)
	18/06/2012
	Soft

	ASOR (this is when the solution will be fully acceptance tested and signed off by the customer and user community) 
	26/06/2012
	Soft

	Deployment (this is when the solution will be deployed in the live environment)
	29/06/2012
	Hard: end June 2012. Card Services need to be able to identify ODL students end June as the current process of sending forms to new student starts beginning of July

	DSOR (this is when the solution will be signed off following successful deployment)
	02/07/2012
	Soft

	Closure (this is when all closure activities will be completed.)
	03/07/2012
	Soft


1.7 Category 
Funded 100 days
2 PROJECT IMPACT

2.1 Cost Benefit Analysis

The original Project Proposal contains a cost benefit analysis, which should be used to populate the following sections.  These sections will then be used in the Business Analysis stage to identify how benefits will be measured for this project.  Any changes in scope since the approval of the Project Proposal should be taken into consideration and the Cost Benefit analysis updated accordingly.
2.1.1 Five Year Benefits

Benefits information must be provided for all projects. Details must be provided of the benefits which are anticipated, how the value of the benefits has been calculated and how benefits realisation will be monitored following completion of the project. Please provide the total amount of benefits expected for the following areas:

	Tangible Benefits

	Benefit
	Assumptions

	It will save postal costs of sending the 

original forms.
	

	It will save staff administration time in 
not printing, folding, posting forms, as 

well as not scanning images.
	

	
	


Those benefits where there is no associated financial saving are considered to be intangible, e.g. increased access to the user community.  Please provide details of any intangible benefits and associated assumptions expected for this project.

	Intangible Benefits

	Benefit
	Assumptions

	It will improve the University student 

experience and address the ODL community 

who are expected to complete their studies 

fully online.


	

	This project will also benefit staff and visitor experience.
	

	
	


2.2 Impact

Please provide details of any related projects or services which may be impacted by or are dependent on this project. Pay particular attention to issues such as the extent of the cost impact, the numbers of people affected and potential impact on existing services and infrastructure.
	Service or Project
	Description of Impact or Dependency
	Project/Service Manager Aware (Y/N)

	DEI001 ODL in the 

Student Record phase1
	Needs to be completed so that Card Database can 
be fed with ODL flag. 
To be completed by beginning April 12.
	Franck Bergeret/Y

	Feed from IDM to Voyager 

Library Management System 

(LMS)
	If this IDM project goes ahead, the data feed to Card 

system will need to be amended from IDM and not EUGEX. Still at annual planning stage.
	Jamie Thin/Y

	
	
	


Service Management with IS Applications division have produced detailed guidance for Project Managers of projects with possible impact on University IT services including IDMS, MyEd – Guidelines for Project Managers on Service Owner Engagement in IT Projects.
2.3 Risks
Please highlight most important risks, i.e. those with the greatest Impact and or Probability, and confirm the Risk Management Approach that will be adopted for the project. Provide a link to updated  Project Risk Register
	No

Date Raised 
	Description
	Impact/Probability 
	Risk Management Approach

	1

	Changes to Card Services are not in 
place by end June 2012. 

Card Services staff cannot identify ODL students and ODL students cannot 
submit digital images.
Online submission of the digital images could actually come later than end of June (so long as it would definitely be coming in July) if the ODL flag was in Card System. This would allow identifying ODL students, and so not printing and posting them forms for gathering physical image, knowing that they would be submitting digital images.


	High/
Medium
	Reduce: 

1-Prioritise requirements:

1.1 Display ODL flag in Card System must be  in place by 

end June, 

1.2 Allow digital image

submission to be in place 
by end July for ODL students 

only,

1.3 Requirements that could be delivered later:

· Front office ODL flag display,

· BOXI Card reporting. 

1.4 Requirements which will 

also be delivered later are 

the capability for non ODL students,/ staff, visitor to submit digital 

image.
2-Monitor IS staff resources
3-The current manual process
to send photos can be used as

a fall back procedure. 
 

	2
	Changes done to Card Systems break 

the current functionality. 
	High/
low
	Reduce: ensure that 

Regression tests are being 

done. 

	3
	Registry/  Paul MacLachlan sends communication to 

students on how to apply for cards. Communication does not include details this on how to submit digital photos.
	High/
Medium
	Retain: to check level/timing of communication sent to 

students by Registry

	4
	The card system has been developed 
Using Oracle Forms 6.0. This is an

Unsupported version.
	High/Low
	Careful  testing at each stage.
In future look to upgrading to

a supported technology.

	5
	Key staff availability – Stella 

Mackinnon and Paul Machlachlan 

are the system experts
	Med/Med
	Book resources early and

Closely manage their progress.

Ensure non-experts also

Involved in the changes in

Order to transfer knowledge.


PROJECT ORGANISATION

2.4 Roles and Stakeholders
Please use the following table to list the key roles and stakeholders for the project. This list must include Service Owners and Project Managers impacted by the project as identified in Section 3.2. Finally remember to include stakeholders such as Finance, Procurement, ITI Unix FM and Architecture whose input may be critical to many projects where they are not project sponsors, customers or end users. 
Where a role or stakeholder has additional responsibilities that are not clear from the role title these should be described in the Responsibilities section of the table below. In particular for any role held by an external agency, e.g. a vendor providing goods or services to the project, the responsibilities of the role MUST be identified. In these cases the information recorded should also include references to any contractual documents, relating to the delivery of these goods or services where this is applicable. Remember however to consider contractual restrictions on data before publishing original documents or detailed information relating to commercial agreements.  
	Role
	Who
	Responsibilities

	Project Manager
	Donna Cruickshank
	Runs the project from day to day on behalf of the Project Sponsor. The Project Manager ensures that the project deliverables are of the required quality.

	Programme Manager 
	Maurice Franceschi
	Responsible for successful delivery of the programme of which this project is part.

	Project Sponsor
	Bryan MacGregor
	Responsible for the success of the project.  Has to ensure that the project benefits are realised and that the project gives value for money. To agree project ToR
Reports to Steering Group

	Business Lead-USD
	Barry Croucher
	To agree project ToR, ensure business requirements are delivered

	Project Board: DEI Steering Group
	http://www.projects.ed.ac.uk/areas/learn/dei/index.shtml
	Governance. Representing colleges and University services: to provide direction on strategy, investment and resources

	DEI Exec
	Jeff Haywood, Bryan MacGregor, David Dewhurst, Amy Woodgate and Sarah Gormley
	Lead DEI work (strategy and operation). Reports to DEI Steering Group

	DEI coordinator
	Sarah Gormley
	Responsible for programme planning, programme briefs, liaising with DEI Steering Group and DEI Exec

	Service Owner for Card Services
	Paul MacLachlan
	To review ToR, BRD

To UAT solutions

	Service Owner for MyEd
	Martin Morrey
	To review BRD

To UAT solutions

	WIS representative and Senior Supplier
	Dave Berry
	Represents the IS groups who will design, develop, facilitate, and implement the project. Is empowered to make decisions on their behalf. Responsibilities:

· Ensuring project plans, proposals and specifications are feasible and realistic.
· Committing supplier resources.
· Ensuring the quality of the project deliverables and the overall technical integrity of the project.
· Ensuring that the project deliverables are reliable, appropriately integrated and can be maintained efficiently.

	Business Analyst
	Donna Cruickshank from IS Project services
	To carry out business analysis for the changes

	IS Dev analyst/ developer
	Stella MacKinnon, Paul Ranaldi for Oracle Forms application
	To analyse and build required changes



	Business Process Enhancement for EUCLID
	Karen Osterburg
	To carry out integration test for the EUGEX change

	IS Apps Management 
	Stefan Kaempf
	To carry out Integration Test for the Card System changes

	IS Dev Tech
	Iain Fiddes
	To implement delivery to Test and Live


Additional information on Roles and Stakeholder information is also provided in the Project Roles, Project Stakeholder Map and Stakeholder Communication Plan.
2.5 Methodology Compliance

	Methodology Stage
	Standard Stage Sign-Off
	Project Approach 

	Planning
	Approval by Project Manager, Project Sponsor and IS Applications Management Team (WIS)
	Standard

	Business Analysis
	Peer Project Analysis Review (PPAR)
	Standard

	System Analysis & Design
	Peer Project Design Review (PPDR)
	Standard

	Build
	Peer Project Build Review (PPBR)
	Standard

	Integration
	Peer Project Integration Review (PPIR)
	Standard

	Acceptance
	Acceptance Sign-Off Review (ASOR)
	Standard

	Deployment
	Deployment Sign-Off Review (DSOR)
	Standard

	Closure
	Closure Review and Approval by Project Manager, Project Sponsor and IS Applications Management Team
	Standard


2.6 Resources

2.6.1 Project Resource Estimates
Please detail the resource requirement identified in the Project Proposal.  If this has been revised by the estimation team then please include the revised figure together with reasons for the change. A link to an estimation document produced by the team should also be provided.
	Original Estimate
	Revised Estimate
	Reason for Revision

	IS Applications Staff Resource 
	
	

	100 days
	
	

	IS User Services USD  Resource 
	
	

	10 days
	
	

	College Staff and Student Resource
	
	

	
	
	

	Hardware Software and Service Costs 
	
	

	
	
	


Initial estimates WP11: https://www.wiki.ed.ac.uk/display/insite/DEI+-+Data+about+ODL+students
2.6.2 Post Project Resource Estimates
Please detail the resource requirement identified in the Project Proposal.  If this has been revised by the estimation team then please include the revised figure together with reasons for the change. A link to an estimation document produced by the team should also be provided.

	Original Estimate
	Revised Estimate
	Reason for Revision

	IS Applications Staff Resource 
	
	

	
	
	

	Support Group Staff Resource
	
	

	
	
	

	College Staff and Student Resource
	
	

	
	
	

	Hardware Software and Service Costs 
	
	

	
	
	


Updated IS Applications Staff Resource Estimate.
2.6.3 Dedicated Project Team?
Does the Project Manager recommend that the project be assigned a dedicated Project Team? NO

2.7 Project Plans

Please link to a project plan which includes all include major milestones and activities such as requirements, design specification, build, acceptance testing and deployment. (An Excel based template project plan is linked below)
Updated  Project Plan v2007
Or (Project Plan v2003)
2.8 Communications

This section should be used to define a communications strategy for the project, ie who needs to be told about the project, when and by who. As a minimum a distribution list should be defined to which the monthly project progress report should to be circulated. Other groups may need to be sent information, especially for larger projects, eg Steering Groups.

	Who
	What
	When
	By Whom

	Project Sponsor/ DEI Coordinator
	Project documents and Progress
	-Weekly meeting PM/DEI Coordinator, monthly meeting 

-Monthly programme meeting with Project Sponsor /DEI Coordinator/Programme Manager
	-PM

- Programme Manager

	Programme Manager
	Progress
	Weekly
	PM

	Business Lead
	ToR/BRD
	End planning, PPAR,

PPBR
	BA and PM

	Project Board: DEI Steering Group and DEI Executive
	Progress/Budget
	monthly
	DEI Coordinator/Project Sponsor

	DEI Exec
	DEI Work: Strategy and Operation
	Weekly Meeting
	DEI Coordinator

	IS supplier
	WIS meeting programme issues, Progress
	Weekly meeting
	-PM and Programme Manager

	EUCLID/EUGEX and BOXI business owner
	BRD and SDS 
	PPAR, PPBR
	PM

	IS Apps business analyst
	ToR
	End planning
	PM

	Service Owner MyEd-USD card services manager
	ToR, BRD and SDS
	PPAR, PPBR
	PM

	Analyst/Developer
	BRD
	PPAR
	PM

	Application manager
	BRD, SDS
	PPAR, PPBR,PPIR,ASOR, DSOR
	PM


Updated Stakeholder Communications Plan. 
2.9 Additional Information 
Please use this section to include any additional information relating to this project.  As much information as possible should be provided at this time.  Where possible refer to the relevant project stages e.g. Business Analysis, System Analysis & Design

· Due to hard deadline, and existing systems written using different languages, build should be done by different people. So far Stella MacKinnon and Paul Ranaldi have been identified as the people knowing the existing systems. The build estimates reflect this approach.  

· Users sign off will be done by:

· USD Card Services for Card System changes

· Service Management/Web Integration for MyEd changes

3 TOR APPROVAL
3.1 Approval Checklist 

	Check List Item (ToR Reference)
	Quality Criteria
	Complete Y/N
	Reviewed By

	Category and Billing Arrangements
	· Category correctly assigned 

· Billing arrangements agreed with all parties
	n/a
	

	Scope, Objectives and Deliverables (2.2, 2.3)
	· Boundaries for project clearly identified.  
· Objectives and deliverables clearly identified.
	Y
	Business Lead

	Milestones (2.4)
	· All milestones identified 
	Y
	

	Costs (3.1.1)
	· Five year costs identified including any recurrent costs  
	n/a
	

	Procurement Approach (3.1.2)
	· Procurement approach identified and in line with established best practice
	n/a
	

	Funding 
	· Sources of funding identified 

· Funding secured

· Any special payment terms identified
	Y
	Project Sponsor

	Benefits (3.1.4) 
	· Five year benefits identified and realistic. 

· Realisation approach stated 
	Y
	Business Lead

	Project and Service Impacts (3.3)
	· Impacts identified

· Project/Service management aware 
	Y
	Business Lead

	Risk (3.4)
	· Risk Register complete 

· Highest Impact/Probability risks identified

· Clear and sensible Risk Management  Approach
	Y
	Business Lead

	Roles and Stakeholders (4.1)
	· Project Roles identified

· Evidence of appropriate Project Sponsor commitment 

· Evidence of IS awareness and commitment

· Evidence of customer engagement 
	Y
	Project Sponsor

	Resource Estimate (4.3.1)
	· Credible estimate completed with appropriate engagement of all parties

· Assumptions clearly stated 

· Required actions taken where estimate exceeds original project proposal estimate 
	Y
	IS Dev Team

	Project Plan (4.4)
	· Project plan exists and is credible

· Evidence that plan will be used to drive the project 
	Y
	IS Proj Services


Evidence that the project has been fully thought through and that all key stakeholders are engaged and committed to delivery is required if the TOR is to be approved.

3.2 Approval Record 

	TOR Raised By
	Franck Bergeret / Donna Cruickshank

	Date Raised
	09/03/2012

	Date TOR Reviewed
	13/03/12

	Date TOR Approved
	14/03/12
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