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Introduction

The DELIVER Project will implement software tools for end-users (teaching staff) and library/VLE administrators to facilitate the consistent creation and easier use of course-based resource lists. This will integrate traditional reading lists with e-course-pack material (sourced via JISC services such as HERON where possible) and library electronic resources. It will improve accessibility and levels of use by providing access to resource lists via a number of channels including VLE native interfaces, institutional MLEs, and library management systems.

DELIVER will focus on producing pragmatic solutions that can be used in the two main partner institutions (LSE and DMU), but will attempt as far as possible to produce software tools that can be used in other institutions, and alternative technical environments.  All software produced will be made available for re-use by the HE/FE community, subject to any intellectual property restrictions imposed by vendors on specific interfaces to commercial products.  The project will endeavour to minimise such restrictions by appropriate agreements with vendors that are associate partners in DELIVER (WebCT, Sirsi and Talis).

1. Activities & Timetable

The project will be implemented as five distinct main tasks:

· User Needs Analysis

· Technical Requirements Specification

· ANGEL Server Development

· Customised Tools & Interfaces 

· Institutional Deployment & Dissemination

In addition to these DELIVER will undertake continuous activities to ensure project/budget management, reporting, self-evaluation and dissemination, in accordance with current JISC guidance.  Formal deliverables from these tasks are identified and timetabled below.

DELIVER is linked with Project DEVIL (main partners University of Edinburgh and The Open University), in that both projects intend to use (and enable further development of) middleware tools developed by the JISC ANGEL Project (www.angel.ac.uk).  DELIVER is funding this relationship by covering 0.5 fte staff costs of two ANGEL systems development staff.  DEVIL will negotiate a fixed-cost service level agreement with ANGEL (or jointly with LSE and DMU) which is expected to be for £10,000, purchasing a total of 50 staff-days that will also be managed within this project plan.

Project Management, Reporting, Evaluation and Dissemination (PM)

A project involving significant technical development, but of such a short (10 month) timescale as DELIVER will dictate an efficient, but comparatively ‘lightweight’ approach to these overhead activities.  Maximum advantage will be taken of synergies with the JISC 7/02 Programme, other JISC programmes, and other projects in which the partners are involved.  In particular, external dissemination (i.e. apart from promotion to stakeholders within the partner institutions) will be undertaken where possible in collaboration with other projects, and evaluation will focus mainly on feedback of internal stakeholders.

A consortium agreement will be made between the five partners in DELIVER, outlining the relationships between them and (in particular) conformance with current JISC protocols for financial management and ownership of intellectual property rights.

The Projectplace online tool (www.projectplace.com) will be used as a collaborative working environment, and for planning more detailed task breakdown, and time-recording by project staff.  A detailed task status report is appended to this plan, and similar reports exported from Projectplace at regular intervals will be preserved as ‘snapshots’ of progress.

A website for public dissemination about DELIVER has been established within the ANGEL domain at www.angel.ac.uk/DELIVER/ and basic information about the project has been published.  This will also be used as a document repository (with public, but un-publicised access) for sharing non-confidential material amongst the wider group of institutional staff, associate partners and other specific interested parties, who do not have access to the Projectplace environment.

	Deliverable
	
	 Scheduled
	Status
	Achieved/Estimated

	PM.010
	JISC basic project information
	01-Oct-02
	complete
	26-Sep-02

	PM.020
	Project Plan
	01-Nov-02
	delayed
	29-Nov-02

	PM.030
	Project Web presence
	18-Nov-02
	complete
	26-Sep-02

	PM.040
	DELIVER Consortium agreement
	20-Dec-02
	
	

	PM.050
	Service Level Agreement with DEVIL
	20-Dec-02
	
	

	PM.061
	JISC monitoring report 1
	31-Jan-03
	
	

	PM.062
	JISC monitoring report 2
	30-Apr-03
	
	

	PM.063
	JISC monitoring report 3
	31-Jul-03
	
	

	PM.070
	JISC formative report
	28-Feb-03
	
	

	PM.080
	JISC summative report
	15-Jun-03
	
	


User Needs Analysis (UNA)

Separate analyses of user needs (including definition of target courses and staff/student groups on which DELIVER will focus) will be planned and carried out at LSE and DMU, producing a single report that will describe in end-user terms the required functionality that falls within the scope of the project.  It is anticipated that the analysis may well reveal user requirements that fall outside the broad ‘resource lists management’ scope of DELIVER and, as far as possible, these will also be documented in the report (identified as ‘out-of-scope’), and directed to other projects or institutional development work.  The end-user groups to be involved will include students, teaching staff, learning technology support staff, and library staff.

	Deliverable
	
	 Scheduled
	Status
	Achieved/Estimated

	UNA.010
	UNA design (LSE)
	15-Nov-02
	complete
	15-Nov-02

	UNA.020
	UNA design (DMU)
	15-Nov-02
	complete
	15-Nov-02

	UNA.030
	User Needs report
	18-Dec-02
	
	


Technical Requirements Specification (TRS)

Technical requirements (i.e. what solutions will be implemented to meet user needs, possibly limited by estimates of time and resources available) will be specified in terms of:

(a) functionality and interfaces that can be included in version-releases of the core ANGEL servers, which will be released as installable packages, and made available as test targets to the wider F/HE community;

(b) user interfaces and other functional components that are more specific to the VLE, LMS and other aspects of local requirements at partner institutions;  these can also be made available to the wider community (and should be free of any intellectual property constraints that encumber their wider use), but are less likely to be immediately re-usable by other institutions.

This task will also be the initial point of convergence with the DEVIL project (which is undertaking a similar exercise to define user requirements), so that maximum advantage for both projects can be taken of likely common requirements.  When DEVIL have concluded their own definition of requirements, a report on the feasibility of these (i.e. an estimate of what is achievable within available resources, as defined by the Service Level Agreement with DEVIL) will be produced.

It is anticipated that Project DEVIL will fund a total of approximately 40 staff-days (280 staff-hours) of development work (subject to the service agreement to be negotiated with DEVIL, and assumptions of time required by DEVIL to assist with other activities, such as translation of DEVIL user requirements to technical specifications).   When defined by the TRS, these will be specified as sub-tasks in the ASD and CTI tasks, and managed within the DELIVER project plan.  Work that is specifically to meet requirements of DEVIL will be clearly identified as such, and monitored to ensure that it remains within the available budget.

	Deliverable
	
	 Scheduled
	Status
	Achieved/Estimated

	TRS.010
	Feasibility report on DEVIL user requirements
	10-Jan-03
	
	

	TRS.020
	Development spec: ANGEL
	17-Jan-03
	
	

	TRS.030
	Development spec: DELIVER
	17-Jan-03
	
	

	TRS.040
	Development spec: DEVIL
	17-Jan-03
	
	


ANGEL Server Development (ASD)

This task will develop new core functionality and M2M interfaces in ANGEL server components, and continue to manage the version release process already established by the ANGEL project.  A total of 784 staff-hours (funded by DELIVER) has been estimated for this activity, which will be defined as more detailed sub-tasks when the TRS is completed.

	Deliverable
	
	 Scheduled
	Status
	Achieved/Estimated

	ASD.010
	ASD Development Plan
	24-Jan-03
	
	

	ASD.020
	ASD development Phase 1
	21-Mar-03
	
	

	ASD.030
	ASD development Phase 2
	21-Jul-03
	
	


Customised Tools & Interfaces (CTI)

This task will develop the user interfaces and any other required software components not included in ANGEL Server Development, and the integration between software developed within the project and third-party products (principally VLEs and LMSs).  A total of 434 staff-hours has been estimated for this activity, which will be defined as more detailed sub-tasks when the TRS is completed.

	Deliverable
	
	 Scheduled
	Status
	Achieved/Estimated

	CTI.010
	CTI Development Plan
	24-Jan-03
	
	

	CTI.020
	CTI development Phase 1
	21-Mar-03
	
	

	CTI.030
	CTI development Phase 2
	21-Jul-03
	
	


DEVIL Customised Tools & Interfaces (DCT)

This task will develop the user interfaces and any other required software components not included in ANGEL Server Development, and the integration between software developed within the project and third-party products (principally VLEs and LMSs), as defined .  A provisional total of 280 staff-hours (funded by DEVIL) has been estimated for this activity, which will be defined as more detailed sub-tasks when the TRS is completed.

	Deliverable
	
	 Scheduled
	Status
	Achieved/Estimated

	DCT.010
	DCT Development Plan
	24-Jan-03
	
	

	DCT.020
	DCT development Phase 1
	21-Mar-03
	
	

	DCT.030
	DCT development Phase 2
	21-Jul-03
	
	


Institutional Deployment & Dissemination (IDD)

The solutions developed by DELIVER will be made available on a trial basis (the “alpha/pilot system”) for testing by the target courses and relevant staff before the end of the current academic year.  Based on feedback from these trials, bugs will be fixed and refinements made during a second development phase, to produce a second (“beta system”) release before the end of the project.  The timing constraints of the JISC 7/02 Programme do not fit well with the likely availability of academic staff and students for any serious testing of the beta system;  but testing by Library and VLE-support staff end-users will be possible at this time of the year.

The project will finish in time for institutional decisions to be made about which features of DELIVER will be put into live use, and adoption of these into mainstream IT support ready for the following academic session.  Workshops for academic staff will be held at LSE and DMU to promote use of the tools developed by DELIVER during the following session, and to encourage the preparation of consistent and high-quality reading/resource lists on a greater proportion of courses at each institution.

	Deliverable
	
	 Scheduled
	Status
	Achieved/Estimated

	IDD.010
	Release alpha (pilot) system
	16-Apr-03
	
	

	IDD.020
	Release beta system
	18-Jun-03
	
	

	IDD.030
	Run DMU staff workshop
	16-Jul-03
	
	

	IDD.040
	Run LSE staff workshop
	16-Jul-03
	
	


2. Resources

All core staffing for the project will be by secondment of existing institutional staff, involved either in relevant operational work or in related projects, detailed below.  In addition, budget allowance has been made to support the development or enhancement of VLE course content for target courses at each partner institution, some of which may be used to purchase temporary staff time.

Staffing

	Resource
	FTE
	based
	post-holder
	Email

	Project Director
	-
	LSE
	Maureen Wade
	m.wade@lse.ac.uk 

	Project Manager
	0.5
	LSE
	John Paschoud
	j.paschoud@lse.ac.uk

	Digital resource specialist (end-user support/liaison)
	0.2
	LSE
	Jane Secker
	j.secker@lse.ac.uk 

	Project Officer (end-user support/liaison)
	0.2
	DMU
	Mark Simpson
	mpsimpson@dmu.ac.uk 

	ANGEL Developer (Team Leader)
	0.5
	LSE
	Simon McLeish
	s.mcleish@lse.ac.uk

	ANGEL Developer
	0.5
	DMU
	Steve Beech
	jbeech@dmu.ac.uk 

	Project Officer (evaluation/dissemination)
	0.5
	LSE
	Nicole Harris
	n.v.harris@lse.ac.uk 

	Project Officer (evaluation/dissemination)
	0.2
	DMU
	Ian Bloor
	ipb@dmu.ac.uk 


(FTE indicates approximate proportion of post covered by JISC funding)

Budget

	Item
	JISC funding

	LSE core staff costs
	£56,500

	DMU core staff costs
	£27,751

	Travel costs (liaison & dissemination)
	£1,000

	Project Workshops (user needs analysis, institutional dissemination) 
	£1,500

	Course content development
	£10,000

	Total costs funded by JISC:
	£96,750


In addition to JISC funding, institutional contributions by LSE and DMU will cover costs of the Project Director and of other institutional staff involved, and of overhead costs for JISC-funded staff, including IT workstation provision and support according to normal institutional policies for updating/replacement, etc.

3. Project Governance Structure

Responsibility for delivery of the project to JISC will be through a Project Board on which institutional partners (DMU and LSE) and the Project Manager are represented.  The full constitution and terms of reference of the Project Board, and relationships between institutional partners and commercial associate partners are set out in the Project Consortium Agreement, which will be supplied to JISC.  It is anticipated that the Project Board will meet approximately every two months, with meetings normally chaired by the Project Director.  Where possible, meeting dates and venues will be arranged to co-ordinate with other project-related events or meetings.  As an alternative to face-to-face meetings, it may be possible to conduct some Project Board business by email, real-time online discussion, or tele-conferencing.  This will also enable discussions to be accessible to others involved in the project, including commercial associate partners, whilst avoiding most logistics problems of larger meetings.

In addition to their voting representative(s), partners will be encouraged to invite other members of their own staff or external experts as non-voting co-optees to Project Board meetings, depending on the items for discussion, when these people may provide useful input to (or critical evaluation of) particular topics.  This is also seen as a mechanism for linking the project with ongoing ‘mainstream’ initiatives and developments in each partner institution.

Operationally the Project Manager will have responsibility (to the Project Board) for resource and progress management, and will have delegated authority as specified in the Consortium Agreement for the project.  However, for practical purposes there will also be some direct communication between the Project Manager and the JISC Programme Office, and reporting of delegated resources (and other line-management functions) to the Project Board by the various institutional line-managers involved.  For the purposes of the project, there will need to be a pseudo line-management relationship between the Project Manager (who acts as the organisational line-manager for staff involved at LSE) and staff directly involved in DELIVER at the other partner institution.  These details will be agreed by the Project Board at an early stage.

An advisory Steering Committee will be recruited, representing a wider group of staff (including academic staff) from DMU and LSE, and each of the three commercial associate partners in DELIVER.  It is anticipated that the Steering Committee will hold two meetings, in January and late-June 2003.

Risk Assessment

Current academic and industry thinking on risk analysis and quantitative assessment (e.g.  http://www.ramprisk.com/  - a methodology endorsed by the Institution of Civil Engineers and the Institute of Actuaries) suggests that an enterprise of the relatively small scale of DELIVER, which operates under the commercially artificial budget and schedule constraints imposed by the JISC funding regime, is not amenable to any meaningful risk assessment methodology with any practical scope for anticipatory planning or mitigation within the resources available to the project.  In this sense, the greatest risk to the project is the framework within which it operates.  However, some broad general threats can be anticipated (but not quantified with any meaningful level of precision), and comparative risk evaluation will be routinely used in the course of planning and monitoring individual Task activities in the course of the project.

Foreseeable risks to DELIVER fall into four broad categories, associated with:  Equipment and facilities, People, Partners, and Third party suppliers.

Equipment related risks are the simplest to quantify, and should have the lowest impact if the project follows sensible practices of data management and backup.  Full replacement costs of all equipment needed by the project, or originally purchased with DELIVER capital resources, should be covered by the insurance arrangements of each of the partner institutions.  The partners with responsibility for systems development will all be asked to supply the Project Board with confirmation of their relevant institutional arrangements and policies for data security and equipment insurance, and that these provide for all normally insurable circumstances and classes of natural and human-error disasters.  The project will not make provision for 'normally uninsurable' eventualities.  Should one of these significantly affect either of the primary partners, this may compromise project deliverables.

Risks related to people are any circumstances that result in the unpredicted unavailability of any of the key personnel involved in the project, which could be caused by illness, personal circumstances, disruption of transport/communications infrastructure or personal career decisions.  The impact on the project is similarly serious regardless of the cause of unavailability, but mainly a function of how long a period a key post is not filled by an available person, with appropriate skills, training, experience and familiarity with the project.

In all such cases, the costs of replacing the contribution of any individual to the project is likely to be in excess of 300% of the budgetted salary costs (for the period of unavailability) of the individual concerned (allowing for short-term hire and training costs, sourcing appropriate skills via consultancy, etc).  The probability of realisation of any of these risks is not accurately predictable by any known statistical or actuarial technique, with a project 'population' of 10 or fewer individuals.  To ameliorate (or acknowledge) this class of high-impact risk, the project has three possible options:

· Partner institutions agree to take responsibility for their respective shares of staff input to the project, and identify adequate potential contingency funding from their own resources, or by taking out 'key worker' insurance on the individuals for whom they are responsible.  

· JISC accepts a share of such contingent responsibility (proportional to its' share of total project funding) and formally commits the availability of additional contingency funding to the project.

· JISC and the partner institutions accept and agree that the project is exposed to and unprotected from this class of risk, and that objectives and deliverables may be seriously compromised if key staff are not available to the project, when required, for any reason not directly under the control of the Project Board.

The partners with responsibility for staff, and the JISC Programme Office, will be consulted on their preferred option.

The third class of significant risk to DELIVER derives from the possibility that, during the course of the project, partners involved will take strategic decisions of their own that diverge significantly from the course and objectives of the project, and lead a partner to withdraw from participation.  It would be likely for such decisions to be initiated and taken at a higher level than that of the senior representatives on the Project Board, and therefore effectively outside of the control of the Project Board.   The impact of realisation of such risks would be high  - effectively resulting in unavailability of any staff for which the withdrawing partner was responsible.  

Avoiding this class of risk has been attempted by ensuring commitment for the planned term of the project by an appropriate representative of each partner.  It will be further minimised by ensuring that the dissemination plan adopted by the project is focussed on internal publicity within the partner institutions, as well as to the wider community of interest.  Amelioration will be ensured by the provisions of the DELIVER Consortium Agreement for the Project Board to deal with 'defaulting' partners, although such a circumstance (and the time taken to deal with it) is still likely to have an impact on the deliverables and/or timetable of the project.

Risks relating to third-party suppliers have been minimised in the planning of DELIVER.  Although the project intends to undertake significant original software development, this will be entirely the responsibility of in-house staff at the institutional partners, and dependent only on established suppliers of commodity goods and services to those institutions, and on the global (and therefore resilient) support communities supporting Open Source software development platforms and tools that will be used by the project.  

The third-party suppliers of the main commercial systems that DELIVER will be involved in engineering interfaces between are all engaged in the project as associate partners, and have made in-principle commitments to offer information and advice to project staff where possible.

The only third-party supplier involved that may represent a significant risk to DELIVER is Projectplace, in terms of the use by the project of Projectplace.com as a core tool for project management, monitoring and reporting.  This is so far relatively untried within the UK HE/FE community (only 3 licences have been sold via the CHEST agreement with Projectplace), so DELIVER will attempt to ameliorate this risk by keeping regular backup snapshots (outside of the online environment), and establishing a good working relationship with this supplier.  DELIVER will also take the opportunity to make available to JISC an informal evaluation of Projectplace.com as an appropriate tool for this type of project, which may be of wider future benefit to the community.

Appendix A: Detailed Task Status report

(snapshot on 30-Nov-2002)
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Task name

Start

Due

In charge

Status (since)

22

PM: Project Management (plus)

26/09/2002

31/07/2003

John Paschoud

In progress (2002-11-27)

22.1

Project Plan maintenance

01/10/2002

31/07/2003

John Paschoud

In progress (2002-11-30)

22.2

refine Project Plan

01/10/2002

30/11/2002

John Paschoud

Completed (2002-11-27)

22.3

maintain public Website

26/09/2002

31/07/2003

Nicole Harris

In progress (2002-11-21)

22.4

JISC monitoring report 1

20/01/2003

31/01/2003

Not started (2002-11-27)

22.5

JISC monitoring report 2

21/04/2003

30/04/2003

Not started (2002-11-27)

22.6

JISC monitoring report 3

07/07/2003

21/07/2003

John Paschoud

Not started (2002-11-27)

22.7

JISC formative report

03/02/2003

28/02/2003

Nicole Harris

Not started (2002-11-27)

22.8

JISC summative report

02/06/2003

15/06/2003

John Paschoud

Not started (2002-11-27)

22.9

basic project info to JISC

26/09/2002

01/10/2002

Nicole Harris

Completed (2002-11-27)

22.10

detailed Project Plan to JISC

26/09/2002

01/11/2002

John Paschoud

In progress (2002-11-28)

22.11

DELIVER consortium agreement

26/09/2002

20/12/2002

Maureen Wade

In progress (2002-11-30)

22.12

Service agreement with DEVIL

26/09/2002

20/12/2002

John Paschoud

Not started (2002-11-27)

22.13

external Dissemination event

02/06/2003

11/07/2003

Nicole Harris

Not started (2002-11-27)

22.14

Proj Board & Steering admin

26/09/2002

31/07/2003

John Paschoud

In progress (2002-11-30)

22.15

budget admin

26/09/2002

31/07/2003

John Paschoud

In progress (2002-11-30)

22.16

project team meetings/communication

26/09/2002

31/07/2003

In progress (2002-11-30)

22.17

external Dissemination

26/09/2002

31/07/2003

Nicole Harris

Not started (2002-11-29)

23

UNA: User Needs Analysis

01/10/2002

18/12/2002

Nicole Harris

In progress (2002-11-27)

23.1

Identify LSE pilot courses/content

01/10/2002

18/12/2002

Jane Secker

Completed (2002-11-27)

23.2

Identify DMU pilot courses/content

01/10/2002

18/12/2002

Ian Bloor

In progress (2002-11-30)

23.3

write User Needs Analysis report

25/11/2002

18/12/2002

Nicole Harris

Not started (2002-11-27)

23.4

LSE User Needs study

01/10/2002

30/11/2002

Jane Secker

In progress (2002-11-19)

23.4.1

LSE User Needs study

01/10/2002

30/11/2002

Jane Secker

In progress (2002-11-27)

23.4.2

UNA design (LSE)

01/10/2002

30/11/2002

Jane Secker

Completed (2002-11-27)

23.4.3

conduct & report group meetings

01/10/2002

30/11/2002

Nicole Harris

In progress (2002-11-30)

23.7

DMU User Needs study

01/10/2002

29/11/2002

mark simspson

In progress (2002-11-27)

23.7.1

DMU User Needs study

01/10/2002

29/11/2002

mark simspson

In progress (2002-11-27)

23.7.2

prepare DMU staff workshop

14/10/2002

29/11/2002

Ian Bloor

In progress (2002-11-27)

23.7.3

UNA design (DMU)

01/10/2002

29/11/2002

Ian Bloor

Completed (2002-11-27)

24

TRS: Technical Requirements Spec

11/11/2002

17/01/2003

Simon McLeish

Not started (2002-11-27)

24.1

development spec: ANGEL

13/01/2003

17/01/2003

John Paschoud

Not started (2002-10-30)

24.2

development spec: DELIVER

06/01/2003

17/01/2003

John Paschoud

Not started (2002-10-30)

24.3

development spec: DEVIL

10/01/2003

17/01/2003

John Paschoud

Not started (2002-11-27)

24.4

define Development requirements

20/12/2002

10/01/2003

Not started (2002-10-23)

24.5

Evaluate DEVIL Project reqs

11/11/2002

10/01/2003

John Paschoud

In progress (2002-11-30)

24.6

assess common reqs with DEVIL Project

06/01/2003

10/01/2003

John Paschoud

Not started (2002-10-30)

25

ASD: ANGEL Server Development

17/01/2003

27/06/2003

Simon McLeish

Not started (2002-11-27)

25.1

ANGEL development Phase1

17/01/2003

28/03/2003

Simon McLeish

Not started (2002-10-30)

25.2

ANGEL development Phase2

29/03/2003

27/06/2003

Simon McLeish

Not started (2002-10-30)

25.3

ASD Development Plan

17/01/2003

24/01/2003

Simon McLeish

Not started (2002-11-27)

26

CTI: Customised Tools & Interfaces

17/01/2003

27/06/2003

John Paschoud

Not started (2002-11-27)

26.1

DELIVER development Phase1

17/01/2003

28/03/2003

John Paschoud

Not started (2002-10-30)

26.2

DELIVER development Phase2

29/03/2003

27/06/2003

John Paschoud

Not started (2002-10-30)

26.3

CTI Development Plan

17/01/2003

24/01/2003

Not started (2002-11-27)

27

DCT: DEVIL Customised Tools

20/01/2003

24/01/2003

John Paschoud

Not started (2002-11-27)

27.1

DCT Development Plan

20/01/2003

24/01/2003

Not started (2002-11-27)

28

IDD: Institutional Deployment & Dissem

07/04/2003

16/07/2003

Nicole Harris

Not started (2002-11-27)

28.2

prepare DMU staff workshop

30/06/2003

16/07/2003

Not started (2002-11-27)

28.3

prepare LSE staff workshop

30/06/2003

16/07/2003

Jane Secker

Not started (2002-10-30)

28.5

release alpha-test (pilot) system

07/04/2003

16/04/2003

John Paschoud

Not started (2002-10-30)

28.6

release beta (scaled-up) system

02/06/2003

18/06/2003

John Paschoud

Not started (2002-10-30)
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