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1 Introduction & Context

1.1 JISC Circular 7/99 

In December 1999 JISC invited proposals for projects to prove the integration of technologies across different functions of higher education to create Managed Learning Environments (MLEs). In February 2000 UEA submitted a proposal to provide an integrated information delivery service for students known as the MARTINI project. This bid was accepted by JISC and appropriate funding amounting to £212,000 was awarded in April 2000. 

1.2 Project Brief

UEA has a wide range of information systems and the project will integrate these using a variety of tools and techniques to provide ‘joined up’ access to information, for students.

The project will provide an integrated information delivery service for students. It will deliver what the students needs, where and when they need it. As such it will be the focus of student access to institutional information systems.

The project will develop a web based front end and a set of tools, which will allow the integration of a range of institutional information systems.  This information will also be presented to users through a WAP interface and in text form for persons with special needs. 

The system will be database driven to include both static data (e.g. course guides) and dynamic data (e.g. course marks, accommodation information etc.).

The project will deliver:

· data models

· code tools as open source

· case studies

· input to standards activities

· examples of best practice


These systems will be integrated by developing a toolkit of code modules. The modules will provide:


· an interface to institutional systems

· tools which work on abstract data models

· user interface components

2 project Definition

2.1 Objectives

The main objective of the project is to allow all students to have direct, seamless and secure access to all personal data held about them on university databases, combined with easily navigable links to related data of interest to them.  A student will be able, for example, enquire about marks gained for course units they have completed, check the timetable for courses on which they are currently registered, view the range of course options open to them and sign up for their preferred options. 

It is expected access will be provided to the following systems:

· Student records

· Unit enrolments and marks

· Course data, down to unit level

· Accommodation records

· Debtors and payments data

· Library borrower information

· IT Service use data

· Timetabling information (when available)

In addition to having access to the range of institutional databases, links will be provided to University wide information.  It will be possible for users to tailor the front end to their personal preferences. The range of preferences will be decided in collaboration with the students as part of the user involvement in the project.

2.2 Assumptions

The major deliverable of the project is the toolkit to enable integration of key information resources. This toolkit will be reusable throughout the community.

All board members have an equal interest in the success of the project.

2.3 Intellectual property rights

The intellectual property rights associated with MARTINI are held by the University of East Anglia and can only be abrogated, delegated or alienated with the consent of the University of East Anglia.

2.4 Standards

The portals will be built as far as possible using existing accepted standards. Emerging standards will be utilized where they appear in the course of the Project. Examples of this approach are:

· Connectivity to proprietary systems will be achieved using SQL, ODBC and JDBC.

· The middleware will be XML and RDF, manipulated using appropriate tools e.g. Perl etc.

· The distribution will use HTTP, and CVS 

· Widely available hardware will be used capable of running required software e.g. Linux, Apache etc.

2.5 Timescale

The original project timeline envisaged completion by December 2002. The Project, however, has requested and been granted an extension to 30 June 2003. This will allow the Project to move from the original ‘in-house’ technical infrastructure to one based on an emerging open standards system, uPortal, and will also facilitate the ‘bedding in’ and case study evaluation of uPortal within the Project.

3 Project Structure

The project structure consists of an ‘administrative group’ comprising a steering group and the project team and the ‘participants’, i.e. the data providers and data users.

3.1 Steering Group

The steering group will be led by the Project Director (Mrs. Jean Steward) and have representatives from the user community as well as representation from the Academic Division of UEA as main providers of data that will be made available to this project.  The Group will include a representative from CERLIM, who will be responsible for continuing qualitative and quantitative evaluation of the project.

The Steering Group monitors progress throughout the project lifecycle and ensures that project aims & objectives are met, and authorises any changes to those aims & objectives.   They comprise the final authority for the Project outside of JISC.

3.2 Project Team

The project team will comprise a project manager, a systems developer and a technical project officer. The team will be managed by the Project Manager who will report on a regular basis to the Project Director and to the Steering Group. 

The developer will work with the current information systems team (CIS) to design and integrate the tools developed and a nominated analyst/programmer from the UEA’s CIS section will provide technical support to the developer and to the project as a whole.  The Technical Project Officer will be responsible for communication and dissemination activities and co-ordination of both data users and data provider groups.  The team also has call on the Director of Future Technologies for additional technical support.  

The whole team is as follows:

Project Manager

Michael Howard

Part Time (20%)

Systems Developer

Kelvin Hai


Full Time

Technical Project Officer
David Palmer


Part Time (50%)

Technical Support

Chris Dunlop


Part Time (50%)

Technical Support

Greg Newton-Ingham

Part Time (10%)

CERLIM representative
Peter Brophy


Part Time (2.5%)

Project Director

Jean Steward


Part Time (2.5%)

Additional support will be available from other members of the Information Services Directorate at UEA and particularly from the Learning Technology Group, the Web Support Team, the Corporate Information Systems team and the Library Systems Team.

A graphic designer may appointed at an appropriate time in the project to join the project team.

3.3 Data Providers

The data providers are those people with direct responsibility for information systems that this project requires access to.

These have been identified as UEA staff in the Academic Division, Finance Division, Accommodation Section, the Library and the Union of UEA Students

The following have been nominated to represent their particular areas of responsibility: - 

· Academic Division
 - Barrie Osborne, Nigel Shed

· Finance Division - Philip Buttinger. 

· Accommodation Section
- Laurence Daly.

· The Library - Iain Reeman.

· Union of UEA Students – Bill Rhodes

· ITCS – Steve Mosley

3.4 Data Users

The data users are those people who will interact direct with the MARTINI system operationally.  For the most part, these are students at the University of East Anglia. 

Consistent with the methodology of the project (see below), a group which is representative of these users will be convened to provide input to the project in a number of areas. The membership of this group will consist of: 

· Union of UEA Students representatives (e.g. Executive Officers, Student Support Unit reps)

· GSA representative

· Dean of Students Office representative

· International students/Distance learners representative

· At Large representatives

It is anticipated that the input of this group will revolve around inclusion of, and interaction with, resources, and the user interface.  This input will be an essential component driving the technical development process.

3.5 Finance

The project is financed by funding by the JISC Committee for Integrated Environments for Learners (JCIEL) subject to conditions in the letter from JISC dated 27/04/00 included as a Appendix A to this document.

4 Project Methodology 

4.1  Development Methodology

This section is intended to cover the highest level of methodology for the entire project and will provide an overview of the approach the MARTINI project is adopting in relation to the development of Project products, deliverables, and activities. 

4.1.1 Iterative development

The project is an iterative development based initially on a prototype, which is then used for further user-needs gathering. This process is repeated to redefine the final product. 

There are three elements to this iterative process: define/redefine, build and reflect.
· Define/Refine: This element is used to reach the consensus view between the project participants. This is used to refine/change the next technology definition.


· Build: This element is used for external dissemination of what has been decided, the production of the next release after the product definition is complete and the internal identification and preparation of support materials for the user group.


· Reflect: This element is about reflecting on the delivered technology and using it as the platform for evolving the perspective further and identifying the key issues for the next definition phase.

The succession of these elements creates an environment for evolution, and ensures that any technology is the product of an explicit assessment of both the technology itself and of the aims/objectives of the technology. Stages are the same length within the project.  Whilst the project attempts to align stages with elements, some elements may extend over two stages. Conversely, some stages may, by necessity, contain two of the above development elements.

Although the project length is relatively short it has a highly consultative focus, there are two iterations in the plan to refine and if necessary redefine the project outcomes.

Due to the nature of the prototype and the use of an iterative process the final product cannot be specified in great detail at the start of the project.

Since each team member and participant in the project has specific roles which are undertaken in parallel the whole project moves forward in closely integrated steps to the final deliverables outlined in the proposal. 

The steering group will be led by the Project Director (Mrs. Jean Steward) and have representatives from the user community as well as representation from the Academic Division of UEA as main providers of data that will be made available to this project.  The Group will include a representative from CERLIM, who will be responsible for continuing qualitative and quantitative evaluation of the project.

4.1.2 Consultative Approach 

MARTINI provides a framework in which a group of data users, a group of data holders, and a group of developers can learn how to develop production services within a project and UEA-specific environment. These experiences will be widely shared and fed back into other activities both within the project and to other projects and the wider HE community. 

Central to this process is the involvement of users. Users, in the context of MARTINI, are the actual ‘owners’ of the data and users of the system itself, i.e. the students.  The students themselves are a diverse group with differing interests and needs.  They range from first year undergraduates in a highly directed environment to postgraduate students who are very self-directed.  They can also include persons with special needs or in special circumstances (eg. distance learners). All such users are a critical driver of the reflect and define/redefine parts of the iterative cycle outlined above.

This consultative approach extends more widely than the student users however. The custodians of the data within UEA will be consulted extensively to ensure institutional concerns over data security, integrity and use are met.  In addition, consultation will be undertaken with other projects on a technical level to share experiences and knowledge; thus, lessening the ‘learning curve’ for MARTINI team members.  And, within UEA itself, discussions are planned with other university initiatives in the information management and MLE/VLE areas in order to integrate MARTINI into the overall information and information technology strategy of the university.

Working groups will be formed to address specific issues, lead by a MARTINI team member.  Issues to be addressed are resources for inclusion, user interface and interaction with data, data security and integrity, and overall functionality of MARTINI.  

These will be done in a variety of ways with much of the student input coming by way of evaluation of the prototype system and Release2. 

Any outcomes from these groups will be fully documented and shared with the HE community and progress by groups will be propagated throughout the project by use of the reporting structure (see below) and dissemination activities.

4.2 Administrative Processes

This section describes the processes that are used to manage the development of the MARTINI project to ensure the delivery of products on time, on budget and at the required quality level.

These processes are common to all project stages.

4.2.1 Control

Control processes are used to encourage adherence to agreed plans and provide timely feedback of project issues or deviations from the plan. The controls are broadly based on the PRINCE methodology that emphasises applying control at the most appropriate level.

4.2.2 Planning / Stages

The project works from an overall top level plan (this document) which guides and informs the lower level planning for individual products. Planning is seen as an ongoing activity throughout the project. This process of planning and refining is intended to keep the project on course and allow the appropriate level of control by the board.

The ‘stage’ is the principal planning framework for the project. 

Each stage is approximately three months long.

Before work on a stage in undertaken, the stage plan is produced by the project manager and agreed by the Steering Group. The plan is then executed and a report is produced at the end of the stage to report on the delivery of the products scheduled in the stage plan. Additional progress reports are produced each month to keep Steering Group members updated on progress. If the products in a stage look to either under or over run this will be drawn to the attention of the project director and if warranted further planning will be undertaken and reported to the Steering Group.

Stage boundaries are the principal points where the Steering Group can change the project’s direction and the points where any top-level issues are raised for discussion.  At the end of each stage the detailed plans for the next stage are presented to the Steering Group. This is to ensure that each stage has clear shared objectives. The fine detail of the stage includes the details of the products to be produced by the team in the forthcoming stage.

As projects evolve organically over time, it only makes sense to plan detailed stage plans two stages in advance (e.g. at the commencement of the project, only Stages 1 & 2 have detailed stage plans).  This reduces unnecessary re-planning work and allows the project to respond quickly to changes in the project. 

Where necessary, project planning documents, including the outline plan and/or any other component of the plan itself, will be updated at each stage to include both the finer details for the next stage and any changes that need to be reflected in future stages.

4.2.3 Reporting

Since the stage is the framework for all project activity, reporting on progress is defined in the stage plan. Reporting happens at three levels:

4.2.3.1 Team Members

The project manager receives weekly reports on progress from each team member with the progress being reported against their agreed deliverables. Team meetings are sequenced to immediately precede the monthly Project Manager – Project Director meeting to allow for timely information transfer.  These reports may be delivered orally within regularly scheduled project team meetings.  These team meetings will be held monthly and will constitute a deliverable of the project subject to quality assurance. 

4.2.3.2 Project Manager

The project manager reports to the Project Director by way of meetings with progress reports covering progress against the stage plan. These Manager – Director meetings will be held monthly and will constitute a deliverable of the project and will be subject to quality assurance.  The Project Manager will also prepare a monthly progress report to the Steering Group.

4.2.3.3 Steering Group 

The Steering Group itself will meet at stage boundaries to review past stage work, preview the upcoming stage and take decisions on matters brought to it by either the Project Manager or Project Director. These Steering Group meetings will constitute a deliverable of the project subject to quality assurance.

4.2.4 Quality Assurance

Quality assurance is a key component of the project development approach. The intention is that all products are tested against some quality criteria to ensure the product is what was required and satisfies the quality requirements of the project. The quality assurance takes place at a number of levels.

Quality assurance involves project participants directly in the product development and acceptance process. This is to ensure a fitness for purpose from all project deliverables. Participants will also be involved in the establishment of quality criteria in relation to fitness for purpose.

CERLIM will also be tracking the progress of the quality assurance activity throughout the project and informing the project manager and Steering Group about any issues which have been identified.

Project evaluation will be undertaken by CERLIM, and particular attention will be paid to:

· Process and progress of the Project, including

· Achievement of milestones

· Effective liaison between Project staff and participants

· Appropriate scoping of work, providing multiple stakeholder perspectives within the original proposal

· Products of the Project, including,

· Correct application of technical and other standards, and 

· Conformance to the needs of major stakeholders, 

· Impact of the Project, including,

· Effectiveness of dissemination

· Effects and potential impact of products on users

4.2.5 Project Development

In projects of this kind there is a significant Research and Development component that needs to be taken into account so there may be significant deviation from the original aims of the projects as users’ perspectives evolve and as external factors impact the context into which the project is delivering. This is a healthy and necessary process and the project management attempts to reflect this approach. The staging of the project allows managed transition where agreed by the Steering Group.

4.2.6 Financial Claims

The procedure for claiming funds from the project is that each team member and/or participant will submit invoices to cover three months in arrears. Additional expenses where agreed in advance, with the project manager will also be paid on the submission of an invoice from the host institution.

Alternative arrangements for claiming funds for specific task, or by particular organisations, can be made with the approval of the Project Manager and/or Project Director.

Any additional details of the financial claims procedures are in the letter of understanding.

4.2.7 Configuration management 

Within the context of project management, the purpose of configuration management is to identify, track and protect the project’s products (i.e. the ‘configuration’). In other contexts, it is known as version control. 

Configuration management classically consists of four basic functions:

· identification – specifying and identifying all components of the final product

· control – the ability to agree and freeze configuration items and then to  make changes only with the agreement of appropriate named authorities.  Once a project has been approved, the motto is ‘Nothing moves, nothing changes without authorization’

· status accounting – the recording and reporting of all current and historical data concerned with each configuration item

· verification – a series of reviews and audits to ensure that there is conformity between the project’s products and the authorized state of configuration items as registered in the Configuration Management records.

Configuration management is intimately tied to change control processes. Once a change has occurred in a product and has been approved by the appropriate authority, that version is not altered nor is its designation.  The obvious corollary is that any change in a product will be logged, and approved by the appropriate authorities.

MARTINI will practice configuration management upon all its products.  Each will contain a configuration management log to show the versioning history of the product.

4.2.8 Risk Management

Risk Management within the project is essential to maintain control overview and control of the project. Risk Management allows the project manager and the Steering Group to reflect on the project and any factors that might divert the project.

The project uses a standard technique for gathering initial risk factors. The project is presented with a questionnaire of project risks and this is completed by the project members for them to complete with their perspectives of what the risk factors are in terms of their probability, level of impact and importance to the project. The completed questionnaires are collected and evaluated to come up with a picture of all the perceived risk factors.

The Risk Analysis pro-forma is included as an appendix to this document.

5 Outline Plan

The key objectives & milestones from the JCIEL programme office were described in Section 1. In order to achieve these, using the development approach described in section 4, the project has been divided into 6 stages.

For each stage, objectives have been defined, a list of products and deliverables agreed in outline, and an enumeration of the issues, reports and dissemination activities required has been provided.   

Descriptions of the issues and the dissemination & communication activities with key milestones for each are set out in sections 6 to 8.  These milestones comprise the products & deliverables for each stage.

Management documentation and reports are also built into each stage.

It should be noted that, due to problems with staffing, a major re-planning of the project took place in July 2001, and the following objectives were met in the period proceeding July 1, 2001: 

· Identification of data providers

· Identification of data users 

· Identification of technical tools

In addition, the following deliverables were accomplished in the same period:

· Draft system administration structure

· Software tools selection analysis

· Content provided for web link from JCIEL programme web page

STAGE 1 – Planning
DATES: 01/07/01 – 30/09/01




Section 1: Objectives
1.1.1 Appoint project staff

1.1.2 Establish office space for staff

1.1.3 Re-plan project administrative structure

1.1.4 Staff training






Section 2: Products/Deliverables
1.2.1 Meeting with data providers

1.2.2 Meeting with data users

1.2.3 Preliminary project plan

1.2.4 Selection of software tools

1.2.5 Training on tools

1.2.6 Software installation

1.2.7 Dissemination & communication plan

1.2.8 Evaluation Plan

1.2.9 Determination of data to be included within system






Section 3: Management reports
1.3.1 End stage report

1.3.2 Next stage plan






Section 4: 

Technical issues
1.4.1 System architecture 

1.4.2 Database schema and matching (IMS)

1.4.3 Software tools

1.4.4 Integration of user input






Section 5: 

Evaluation issues
1.5.1 Evaluation planning




Section 6: Communication & dissemination activities
1.6.1 User Group meeting

1.6.2 Data providers meeting

1.6.3 Maintenance of contact with project steering group

1.6.4 Regular team meetings






STAGE 2 –  Initiation
DATES: 01/10/01 – 31/12/01




Section 1: Objectives
2.1.1 Technical infrastructure completed

2.1.2 Systems architecture established

2.1.3 Evaluation framework set

2.1.4 Communication & dissemination framework set

2.1.5 Project plan completed






Section 2: Products/Deliverables
2.2.1 Project plan

2.2.2 Systems architecture design

2.2.3 Layer architectures

2.2.4 Authorization, authentication & administration design

2.2.5 Technology review strategy

2.2.6 Database schema complete for UEA data

2.2.7 IMS structure fully understood and mapped internally

2.2.8 Matching of IMS & institutional data

2.2.9 Website activated

2.2.10 Contribution to Group4 section of JCIEL seminars

2.2.11 External Evaluation Report






Section 3: Management reports
2.3.1 End stage report

2.3.2 Next stage plan

2.3.3 Annual report

2.3.4 JCIEL Programme Office Annual report






Section 4: 

Technical issues
2.4.1 Code & System level designing 

2.4.2 System architecture 

2.4.3 Database schema and matching (IMS)

2.4.4 Interface design






Section 5: 

Evaluation issues
2.5.1 Mode of internal evaluation

2.5.2 External evaluation framework

2.5.3 Identification of best practice






Section 6: Communication & dissemination activities
2.6.1 Regular team meetings

2.6.2 Monthly bulletins

2.6.3 Website updating

2.6.4 Steering group meeting






STAGE 3 – Build 
DATES: 01/01/02 – 31/03/02




Section 1: Objectives
3.1.1 Build functional prototype




Section 2: Products/Deliverables
3.2.1 Code design 

3.2.2 Functional prototype

3.2.3 WAP delivery module

3.2.4 Evaluation tools

3.2.5 Draft user system requirements

3.2.6 Prototype interface design (Web, WAP & text)

3.2.7 Implementation of XML translation






Section 3: Management reports
3.3.1 End of Stage Report

3.3.2 Next Stage Report






Section 4: 

Technical issues
3.4.1 Toolkit formulation, testing & documentation

3.4.2 System maintenance

3.4.3 Database schema and matching (IMS)






Section 5: 

Evaluation issues
3.5.1 Evaluation tools/methodology




Section 6: Communication & dissemination activities
3.6.1 Regular team meetings

3.6.2 Project bulletins

3.6.3 Website updating

3.6.4 Steering Group meeting

3.6.5 User group meeting






STAGE 4– Evaluate & Redefine
DATES: 01/04/02 – 30/06/02




Section 1: Objectives
4.1.1 Prototype evaluation

4.1.2 Inclusion of evaluation in system refinement

4.1.3 Interface evaluation & refinement

4.1.4 Hire graphic designer (if necessary) 






Section 2: Products/Deliverables
4.2.1 Evaluation report

4.2.2 Redefinition of user system requirements

4.2.3 External Evaluation Report

4.2.4 Assessment of software tools

4.2.5 Code assessment

4.2.6 Coding process assessment

4.2.7 User evaluation of prototype






Section 3: Management reports
4.3.1 End of Stage Report

4.3.2 Next Stage Report






Section 4: 

Technical issues
4.4.1 Integration of user input

4.4.2 Interface design

4.4.3 Software tools

4.4.4 Code & system level design

4.4.5 System maintenance






Section 5: 

Evaluation issues
4.5.1 Evaluation results integration with development

4.5.2 Evaluation tools/methodology

4.5.3 User involvement

4.5.4 Identification of best practice






Section 6: Communication & dissemination activities
4.6.1 Regular team meetings

4.6.2 Project bulletins

4.6.3 Website updating

4.6.4 Steering Group meeting

4.6.5 User Group meeting

4.6.6 Data Provider meeting

4.6.7 Article publication

4.6.8 Dissemination meeting(s) at UEA






STAGE 5 – Rebuild
DATES: 01/07/02 – 30/09/02




Section 1: Objectives
5.1.1 System refinement




Section 2: Products/Deliverables
5.2.1 Revised interface

5.2.2 Revised data schema

5.2.3 Revised toolkit 






Section 3: Management reports
5.3.1 End of Stage report

5.3.2 Next Stage report






Section 4: 

Technical issues
5.4.1 Interface design




Section 5: 

Evaluation issues





Section 6: Communication & dissemination activities
5.6.1 Regular team meetings

5.6.2 Project bulletins

5.6.3 Website updating

5.6.4 Steering Group meeting






STAGE 6 –  

Build & Re-define
DATES: 01/10/02 – 31/12/02




Section 1: Objectives
6.1.1 Final development of existing MARTINI pilot system 

6.1.2 Technical evaluation of uPortal 

6.1.3 Planning of extension activities 

6.1.4 Completion of essential work from prior stages 








Section 2: Products/Deliverables
6.2.1 Technical feasibility report on uPortal 

6.2.2 UPortal-based demonstration system 

6.2.3 Revised draft of Project Plan 

6.2.4 Functional public MARTINI prototype 

6.2.5 Contribution to 7/99 Technical Review (new) 







Section 3: Management reports
6.3.1 End of  Stage Report 

6.3.2 End of Stage Summary 

6.3.3 Change Control Report 

6.3.4 JCIEL Programme Office Semi-annual report 

6.3.5 Financial Report

6.3.6 Stage Overview – Stage 7 

6.3.7 Detailed Stage Plan – Stage 7 







Section 4: 

Technical issues





Section 5: 

Evaluation issues





Section 6: Communication & dissemination activities
6.6.1 Regular team meetings 

6.6.2 Project bulletins 

6.6.3 Website updating 

6.6.4 Steering Group meeting 

6.6.5 User Group meeting(s)

6.6.6 Promotional material revision 

6.6.7 Participation in uPortal workshop (new) 

6.6.8 Participation in 7/99 Technical Review (new) 

6.6.9 uPortal meeting with UBC (Canada) (new) 







STAGE 7 – 

Evaluate
DATES: 01/01/03 – 31/03/03




Section 1: Objectives
7.1.1 Development of uPortal-based MARTINI system

7.1.2 Case study planning & preparation






Section 2: Products/Deliverables
7.2.1 Case study planning & preparation

7.2.2 UPortal technical development

7.2.3 Open source accessibility to MARTINI code

7.2.4 Functional uPortal-based prototype

7.2.5 Risk assessment report






Section 3: Management reports
7.3.1 End of Stage Report

7.3.2 End of Stage Summary

7.3.3 Change Control Form

7.3.4 Financial Report

7.3.5 Stage Overview – Stage 8

7.3.6 Detailed Stage Plan – Stage 8






Section 4: 

Technical issues
7.4.1 System maintenance

7.4.2 System integration

7.4.3 Code & system level design

7.4.4 Interface design

7.4.5 Integration of user input






Section 5: 

Evaluation issues
7.5.1 Evaluation tools/ methodology

7.5.2 User involvement

7.5.3 Identification of best practice






Section 6: Communication & dissemination activities
7.6.1 Regular team meetings

7.6.2 Project bulletins

7.6.3 Website updating

7.6.4 Steering Group meeting

7.6.5 User Group meetings

7.6.6 Data Provider meeting

7.6.7 IMS article publication

7.6.8 UEA demonstrations (new)

7.6.9 7/99 Technical Review Report (new)






STAGE 8 – 

Re-evaluate & Integrate
DATES: 01/04/03 – 30/06/03




Section 1: Objectives
8.1.1 Case study findings

8.1.2 Integration into UEA environment

8.1.3 Summation of Project findings






Section 2: Products/Deliverables
8.2.1 Case study execution and report

8.2.2 Final External Evaluation Report

8.2.3 Finalized code tools

8.2.4 Best Practice report

8.2.5 System maintenance & review strategy

8.2.6 Transferability testing

8.2.7 User Requirements Report






Section 3: Management reports
8.3.1 End of Project Report

8.3.2 End of Project Summary

8.3.3 Change Control Report

8.3.4 Financial report

8.3.5 JCIEL Programme Office Semi-annual report






Section 4: 

Technical issues
8.4.1 System maintenance

8.4.2 System integration

8.4.3 Code & system level design

8.4.4 Interface design

8.4.5 Integration of user input






Section 5: 

Evaluation issues
8.5.1 Evaluation tools/ methodology

8.5.2 User involvement

8.5.3 Identification of best practice






Section 6: Communication & dissemination activities
8.6.1 Regular team meetings

8.6.2 Project bulletins

8.6.3 Website updating

8.6.4 Steering Group meeting

8.6.5 Workshop

8.6.6 Article publication

8.6.7 User Group meetings

8.6.8 Dissemination meeting(s) at UEA






6 Technical Issues

There are technical issues to be resolved to deliver the MARTINI vision of an open standards-based, fully transferable, student centred MLE.  The issues are briefly set out below with cross-references to the appropriate sections of the Outline Plan (Section 5). 

6.1 System architecture

At the heart of the MARTINI system is a software architecture that delivers tools for the querying of numerous heterogeneous data structures returning results and displaying information. It is designed in a way that is easily transferable to any institution. 

MARTINI approaches this problem by proposing a multi-layer architecture which moves from the highly specific at the root data through middleware to a highly generic user interface where the data can be represented in a number of ways. The three layers are the presentation layer, the abstract information toolkit and the systems interface layer.  A Project paper sets out this structure in fuller detail (Newton-Ingham, G. MARTINI Systems Architecture, 2001).  For the purposes of this document, the essential concept is to render highly specific data into a generic model in the middleware, which then passes the information to a presentation layer which further translates the abstract data model into a visual presentation for the user.

Each layer going upward adds value to the end user.  The middleware is the key structural component as its design is meant to convert any resident data into an open standard structure that then, in turn, can be displayed by any relevant presentation technology.  The open standard used will be IMS Enterprise with well-documented additions where needed.

Authentication, authorisation and administration are handled within the system by accessing site specific services. Wherever possible, the MARTINI middleware will, for simplicity, attempt to use existing authentication & authorisation protocols within an institution. The MARTINI system will strive to make the process of matching institutional authentication an authorisation services with the system as simple as possible. For example, if institutions are using LDAP and their structure is similar to UEA’s then the amount of work involved should be minor.  However, the project is aware that authentication methods are constantly evolving and the system will take this into account. 

The system architecture is one of the initial challenges.  It is staged early in the Project and should be accomplished within the first 6 months of the appointment of a developer. It should be noted that preliminary work on the outline of a system architecture has been completed prior to the project re-planning in July 2001.  It is anticipated that whilst the basic system architecture will remain constant throughout the project, the means by which this architecture is represented will evolve. 

Documentation will be created throughout the planned development and revision processes. This not only allows cross referencing to other work within the project but can also provide the basis for case studies into the process of system architecture planning which may prove useful to other projects/institutions.

Milestones for the system architecture work are as follows (with cross-reference to deliverable in Outline Plan):

· Systems architecture design (2.2.2)

· Layer architectures (2.2.3)

· Authorisation, authentication & administration design (2.2.4)

Outline Plan ‘technical issues’ cross-references:

1.4.1 System architecture

2.4.1 System architecture 

6.2 Database scheme and matching

An essential task for the system to work is the ability of the middleware to map any database schema to the internal open standards structure within the middleware.  This, of course, is a two-way process that must involve full knowledge of the underlying base data structure and the overlaying middleware standard.

The middleware standard to be used will be IMS Enterprise with any necessary extensions.  This standard is being increasing used within the UK HE/FE sector, particularly to underpin MLE/VLE systems and their interaction with enterprise student data.

The critical task will be designing the method by which the middleware IMS standard maps onto to any underlying data structures with a minimum of programmatic effort by any institution.  Working up from the resident UEA data structure, MARTINI will provide a template that will be applicable to any underlying data structure. This will be through a process of mapping in house database schema to IMS and identifying any weaknesses in the map. Once mapped it is planned that XML will be used as the internal representation format and used for the translation.

Once the systems architecture has been established, work can commence on the database schema matching.  It is planned to occur in the second stage (month 3-6) of the revised Project plan.

Milestones needed for the achievement of this task are (with cross-reference to deliverable in Outline Plan):

· Determination of data to be included within system (1.2.8)

· Database schema complete for UEA data (2.2.6)

· IMS structure fully understood and mapped internally (2.2.7)

· Matching of IMS & institutional data (2.2.8)

· Implementation of XML translation (3.2.7)

Outline Plan ‘technical issues’ cross-references::

1.4.2 Database schema and matching (IMS)

2.4.3 Database schema and matching (IMS)

3.4.3 Database schema and matching (IMS)

6.3 Software tools

The tools delivering the implementation should not be critical to the sustainability of the system and to the ease with which it can be altered and improved in future. The abstract nature of the design is such that re-implementation from scratch on different technologies would be possible without having to rewrite the entire system. A concern is ensuring that the tools used do not, in themselves form a barrier to the implementation of a MARTINI-like system, either through excessive cost or complexity.

The Project has made a conscious decision to use open source techniques & standards as much as possible.  The use of JDBC, XML, Web Objects, Java, HTML and uPortal  all reflect this direction.  A survey of tools undertaken early in the Project assesses all available tools as against the criteria of openness, ease of use, and cost that the Project wishes to adhere to.  The intent is that the result of this work become one of the Project deliverables and will be made available on the website.

As the Project progresses and evolves, it is likely that new tools will become available.  As long as they are in accordance with the criteria noted above, the Project will be open to the adoption of such tools in place of tools originally chosen.

Milestones in the consideration of software tools are as follows (with cross-reference to deliverable in Outline Plan):

· Survey of software tools (pre-Stage 1)

· Selection of software tools (1.2.4)

· Training on software tools (1.2.5)

· Assessment of software tools  (4.2.4)

· Toolkit transferability testing (7.2.3)

· UPortal assessment report (7.2.4)

Outline Plan ‘technical issues’ cross-references:

1.4.3 Software tools

4.4.3 Software tools

6.4 Software Implementation

The issue here is actually doing the coding with the tools outlined above that will produce the structure envisaged.  The project has dedicated staff allotted to perform this function with a remit to report back on issues relating to the use of the tools, and the degree to which the structure can be accomplished.

In some respects, the issue here is the way in which the Project draws together the strands represented in the above sections in a concrete fashion.   Here one considers the practical issues of matching aims, structure and tools. Issues of technical skill required, time required and training/support needed for the code and system design need to be assessed.

As a tangible result, the Project aims to have a set of code producing the structure and data matching described above that will be available to anyone in the HE sector.  Thus, documentation is critical to ensuring that there is a real opportunity for reuse.

Milestones needed to be met are as follows (with cross-reference to deliverable in Outline Plan):

· Code design (3.2.1)

· Code assessment (4.2.5)

· Coding process assessment (4.2.6)

· Finalized code tools (8.2.3)

Outline Plan ‘technical issues’ cross-references:

2.4.1 Code & system level design

4.4.4 Code & system level design

7.4.3 Code & system level design

8.4.3 Code & system level design

6.5 Interface design 

Interface design is critical to the acceptance of the system by users.  The presentation layer of the system architecture must be acceptable or all the coding and design work underlying it may well be devalued and eventually lost.  In short, a system that generically delivers information that is not needed in a fashion that is unacceptable, will not be successful.

The issue of interface design links very closely with the integration of user input, simply because the interface is the level at which users interact with the system.  The interface is defined by two different forces; 1) the underlying data and functionality, and 2) the information gathering and visual preferences of users.  A challenge for the project is the degree to which we are able to reconcile these forces in the interface design. 

Input from users is crucial, and the Project explicitly builds this into the interface design process. Past project experience indicates that users respond best to an interface that they can see and work with, rather than working in a vacuum.  Thus, the project intends to design an interface to mount on a ‘prototype’ of the system. This will be the starting point of the user input to the interface design.

It is acknowledged that users might well reject the initial user interface. The Project will try to reduce the risk of this occurring by providing the option of appointing somebody with graphic design skills to assist with the interface design as appropriate.  The decision to appoint will be based upon the user evaluation of the prototype interface. This also has the advantage of reducing the time required to design and incorporate changes

The initial intent is to design an interface within the Project based upon user input. However, should a portal interface appear that has superior functionality and meets the requirements of UEA users, the Project will consider it carefully, and if appropriate, adopt it for usage by MARTINI.   

To date, we have spoken of a visual, and by implication, a web interface.  One of the key approaches of the Project is the assumption that students need/want to view/interact with their environment in a number of ways.  Thus, the development of alternative delivery mechanisms will be explored. In addition, a text-rich interface that complies with accepted accessibility standards will be a deliverable of the Project. 

Interface design will occur throughout the life of the project as the stage cross-references will indicate, but it will commence in the second stage with the design of the prototype system (and interface).  User input will be sequenced to follow development so the third stage will have the first user input.  

Milestones in this area include (with cross-reference to deliverable in Outline Plan):

· Prototype interface design (Web, WAP & text) (3.2.6)

· User evaluation of prototype (4.2.7)

· Revised interface (5.2.1)

· Case studies (7.2.1)

· Revised user interface/system (7.2.2)

Outline Plan ‘technical issues’ cross-references: 2.4.4 Interface design

4.4.2 Interface design

5.4.1 Interface design

7.4.4 Interface design

8.4.4 Interface design

6.6 Integration of user input 

Some of this has already been dealt with in the above section on interface design but the integration of user input is more extensive than simply the interface.  A desire to meet user needs permeates the Project and extends as far as it is useful and practical.  Whilst one might not expect users to have, or extend, an opinion on the software tools or data mapping, they certainly will be interested in the information available and the manner in which they interact with that information.  Indeed, all critical applications and features of the system must meet user needs and expectations.  In short, the learner, not the system nor the data holders must define the MLE.

Definition of the users is the obvious first step to securing their input.  In the context of MARTINI, the users are primarily users of the data; i.e. the students.  Of course, it is also critical to secure the co-operation and involvement of the custodians of the data within the institution.  A balance must be maintained between the legitimate demands of data users and the equally legitimate desire of the custodians of the data to ensure the safety and integrity of the data.   In this ‘middle zone’ lies the input required to drive the development process.

From a technical perspective, input has to be timely, focussed, and relevant. The project needs to put processes in place to achieve this.  It is anticipated that response to the prototype system will be a driver for the rest of the development and it will be verified and augmented by a subsequent round of evaluation.  For the details of the evaluation process and objectives, see Section 7 (Evaluation Issues) of this Plan.  However, the Project intends to have a iterative cycle of define/refine – build – reflect which places the reflection/evaluation and definition/re-definition function directly in front of any build cycle.  Formal reports of the outcome of these cycles will be the basis for the build work to follow.

Input with regard to interface design (as noted above), the inclusion of resources and the interaction with resources will be are of particular relevance to the technical development of MARTINI.

Integration of user input commences early in the Project with gaining support from the data custodians of the institution for the Project.  Milestones to be achieved are (with cross-reference to deliverable in Outline Plan):

· Determination of data to be included within system (1.2.9)

· Prototype evaluation (4.1.1)

· Inclusion of evaluation in system refinement (4.1.2)

· Evaluation of Release2 system (6.1.1)

· Case studies (7.2.4)

Outline Plan ‘technical issues’ cross-references:

1.4.4 Integration of user input

4.4.1 Integration of user input

7.4.5  Integration of user input

8.4.5  Integration of user input

6.7 System maintenance 

One of the major deliverables of MARTINI is a system that will be in use by students at UEA in the long term.  This raises the issue of system maintenance in the long term, which is crucially important.  Other sections have made reference, albeit obliquely, of the need to have a structure, tools and code that is not only transferable but also sustainable.  Indeed, the selection of tools maybe seen as a lever by which the standardisation of development tools within UEA can be fostered.

As opposed to an ‘exit strategy’, MARTINI must have a ‘ownership’ strategy, that places MARTINI functionality within the mainstream of the student experience at UEA.  This strategy must blend the technical aspects noted above with institutional factors of resources, staffing, and university strategic direction.  The planning and execution of this strategy must involve all the users noted above and the technical support structure within UEA.

UEA has committed itself to supporting MARTINI as a key institutional information resource, becoming the standard interface to institutional systems for users. the project web site and the CVS repository will be maintained for a minimum of 5 years following the completion of the project. This will provide for the HE community ongoing access to open source code and to additions to the code. It will also support dissemination of project information and case study data and will support the managed releases of updated system software.

A methodology for ensuring that the MARTINI technology is periodically reviewed and either updated and/or replaced must be a deliverable of the project.  In addition, all the documentation throughout the project in relation to tools, coding and interface design will provide a guide to the level of sustainability achieved.  Indeed, a ‘best practices report’ could incorporate all these technical lessons, and provide a road map for UEA and other institutions.

Case studies within the project lifetime can also address the issue of system maintenance by examining the ‘overhead’ required by real use of such a system.  Changes in underlying data structures within the lifetime of the Project (e.g. the proposed new Library management system) can also provide an opportunity for the assessment of the sustainability and transferability of the MARTINI technology.

Milestones that need to be achieved are therefore (with cross-reference to deliverable in Outline Plan):

· Technology review strategy (2.2.5)

· Case studies (7.2.1)

· Best Practices report (8.2.4) 

· Evaluation reports (4.2.1, 8.2.2)

Outline Plan ‘technical issues’ cross-references:

4.4.5 System maintenance

7.4.1 System maintenance

7.4.2 System integration

8.4.1 System maintenance

8.4.2 System integration

7 Evaluation

7.1 Introduction 

7.1.1 Background & Context

Evaluation is an essential component of the MARTINI project, ensuring that both the project itself, and the results of the project are valid and recognised as such by the academic and information community.  Evaluation activities are interwoven with all other activities throughout the lifespan of the Project and are integral to the achievement of the objectives of the Project.

The MARTINI Evaluation Plan is intended to set out the overall evaluation and quality assurance strategy for the Project as a whole, and to meet the external requirements of JCIEL. The Evaluation Plan will sit within the overall project management methodology being used for the project and will be fully integrated into the Project Plan. 

The purposes of evaluation within the MARTIN project are as follows:

· To ensure that the Project has well-articulated objectives, the achievement of which is capable of being measured

· To monitor the progress of the Project in meeting those objectives

· To monitor the ongoing appropriateness of the objectives to ensure that they continue to meet the objectives of the JCIEL Programme, JISC and the wider community

· To assess the effectiveness of the product(s) and activities of the Project from both technical and user perspectives

· To assess the overall organizational and user impacts of Project products & deliverables 

· To assess the lessons learned by the institution and project participants from their involvement in the Project and how these can be applied more generally

· To assess the success of project dissemination activities

The above objectives translate into 2 differing, but related, aspects of evaluation within MARTINI. The first is external to the project and seeks to evaluate MARTINI within the broad requirements of both institutions and individuals. The second is internal to the project, where evaluation is used to assess and improve the products/deliverables of the project.  However, both of these strands are formative evaluation in the sense that they seek to influence the Project’s direction; the first is also summative, in that it seeks to make judgements on the contribution of the Project as a whole.

It is recognised that MARTINI operates within a dynamic & rapidly evolving environment. It is therefore important that objectives are flexible and are adjusted as necessary to reflect the changing technical and operational environment. Other work within the Building MLEs in HE Programme, for example, will also bear on the MARTINI programme of work. Evaluation activities will seek to relate the outputs and outcomes of MARTINI to this dynamic environment.

7.1.2 Evaluation principles

Certain principles are integral to the evaluation approach taken by the MARTINI project and span both formative and summative evaluation.

The first, and essential, principle is the recognition that the involvement of experienced external evaluators is essential to accurate, professional and unbiased evaluation.  For that purpose, MARTINI has expressly made provision for the involvement of Centre for Research in Library and Information Management (CERLIM), a nationally recognised expert in the area of evaluation, in both the formative and summative evaluation processes.  This approach has been successful in past projects involving UEA and has increased the value of the evaluation process to both the project and the community at large.  This is particularly true in the case of summative evaluation.

Another principle, alluded to above, is the need for evaluation to be interwoven into the fabric of the project.  This produces a ‘feedback loop’ of great value to both the project and to the overseers of the project, identifying areas of concern or interest early enough to allow for corrective action or further exploration, as the case may be.  This ‘reflective’ use of evaluation is activist in it’s intent, seeking to improve the project during its lifetime, not simply reporting on the state of the project after the fact.

The third overarching principle in relation to evaluation is the desire to involve users and other stakeholders in the system as much, and as early, as possible in evaluation activities. Once again, past project experience at UEA has shown that increasing the ‘ownership’ of the project through participative evaluation will increase the chances of project outcomes being accepted and adopted by the sponsoring institution.  It also undoubtedly increases the extent to which project products/deliverables reflect the needs and input of the users of those products/deliverables.  This approach will infuse the specific evaluation methodologies, particularly in the area of formative evaluation.

The final principle governing evaluation is that a wide range of approaches and methodologies are to be employed; the essential criterion being that they produce quality data that furthers the aims and objectives of the project.  The Project does not have any philosophical commitment to one specific form of evaluation. 

7.1.3 Evaluation responsibilities

The principal responsibility for evaluation within MARTINI lies with CERLIM, which has extensive experience of evaluation of projects of this type (e.g. in eLib NewsAgent and in AGORA).

CERLIM will take the predominant responsibility for external/summative evaluation, reporting to the Project Steering Group.  CERLIM also will play a role with the planning and execution of internal and formative evaluation but much more in partnership with project team members and users.

Resources are believed to be adequate for the successful implementation of the Evaluation Plan. CERLIM will employ a FTE researcher on a halftime basis to enable the plan to be carried out.

User groups will be a vital part of the evaluation process, particularly in the internal and formative evaluation of project products/deliverables.  There are two groups envisaged; one, comprised of students representative of the larger student population, and the second, comprised of representatives of the custodians of the data within UEA.  The former is the critical group in the evaluation of the Project’s impact.

Project team members will lead and direct the work of the user groups and integrate the findings of these groups with the technical development work.  In addition, all team members will have a role to play in evaluation, operating within a self-critical framework. In particular all team members and evaluation group members are expected to engage in environmental evaluation activities.

The Project Board has primary responsibility for accepting and confirming evaluation deliverables. The role of the Project Board is twofold; one, to provide an overview of the strategic issues as the background to evaluation reports, and two, to satisfy itself that evaluation activities are valid and for ensuring that their conclusions are reported, disseminated and applied. The Board thus has an important role in providing ongoing formative feedback to the Project staff.

7.2 Internal evaluation

7.2.1 What is being evaluated

The internal, formative evaluation will concentrate on four main areas; one, user requirements, two, technical performance, three, the degree to which the technical system meets user requirements, and four, institutional impact of the MARTINI system.   

1. User requirements are an extremely important focus for evaluation activity.  It is a truism that a fully functional and efficient system that does not answer a need is of little value.  Therefore, a clear understanding of user requirements is critical.

In MARTINI, it will be important to develop a formal statement of user requirements by analysing the functions which data users – primarily students – would wish to utilise. This investigation will be wider than simply asking for opinions, since students may not be aware of all the possibilities. It will be important that the team also analyses the resources available within the university and the ways in which users can potentially interact with those resources. 

The need to ensure that the perceived user requirements are current, valid and viable will lead to continuous re-examination and where appropriate revision of the statement of user needs throughout the Project in light of experience. 

Specific methodologies will be discussed below, but the Project will attempt to ensure the validity of user evaluation through:

· a balanced and representative composition of the user evaluation group, 

· ongoing consultation during the lifetime of the Project with users in a variety of ways, and, 

· by assessing the user requirements against organizational needs, other work from other projects, and the assessment of user needs more generally in the academic community

2. Technical evaluation is, obviously, critical to the success of the Project. Technical evaluation will be designed to check that the project's product conforms to appropriate technical standards, as they have evolved over time. It will also check:

· That the system meets the functional criteria set down in the project plan, and conforms with the system architecture plan, 

· That the system is supplied in a form and with documentation etc. which makes its implementation straightforward, 

· That the system is robust,

· That adequate and appropriate arrangements are in force for the maintenance and ongoing upgrading of the system,

· That the system is transferable to other institutions,

· That appropriate arrangements are in force to elicit feedback on the technical aspects of the system from all its users.

The implementation of this evaluation will involve case studies, scenario-based internal testing & reporting, external review, and workshop comment & review. There will be a significant commitment of resources from the sponsoring organisation.  

3. Perhaps the most important, and difficult, evaluation exercise will be matching the technical developments to the user requirements.  This must be an iterative process wherein user requirements drive the technical developments but requirements in turn absorb and evolve in light of the possibilities and options revealed by technical developments.  Ongoing consultation is vital in this process as is a ‘reflective’ approach on the part of both users and developers to ensure that the work/evaluation/requirement is valid, useful, realistic and actually produces the desired result.   

4. The success of any MLE, or component thereof, is not only determined by its ability to meet the needs of users but also by its sustainability and acceptance by the sponsoring institution.  Evaluation of the impact of MARTINI on UEA as an institution is an integral part of exploring MLE issues and ensuring that the MARTINI system can be designed and implemented in such a way as to maximize it’s benefit and minimize it’s negative impact on staff and structures.  Evaluation of the effect must take into account the effect on staff, structures, policies, resourcing and workflow caused by the implementation of MARTINI.  

7.2.2 Methodologies

As noted above, MARTINI plans to use a variety of evaluation methodologies and evaluators in the evaluation process.  For internal evaluation, structured user samples, defined through the 'User Group', will evaluate the product from an operational point of view. CERLIM will provide advice and guidance to this group on the methodologies to be adopted: mainly these will be checklists of questions about the experience of implementing and operating MARTINI, backed up by structured interviews and may include the use of focus groups.  Feedback from a publicly available demonstrator may well also be employed.

Case studies have also proven in other projects to be a valuable tool in formative evaluation, particularly in the assessment of how well technology meets user requirements.  As an adjunct to structured questionnaires & interviews, case studies allow evaluation to be placed in the normal, everyday context of the user, and therefore, produce more valid results.

Technical evaluation will rely on (a) the assessment of performance as against the agreed specifications, (b) the checking of performance as against broader standards and related areas, (c) the comparison of MARTINI product(s) against comparable products from other projects. In each case a formal report will be produced.

MARTINI will provide two Annual Reports to the JCIEL Programme Office, each of which will contain evaluation reports as appropriate to the stages completed, and a final, summative Report.

7.2.3 Outcomes/Products

The objectives of all this evaluation are stated in section 1.1.1 above.  In real terms what will be produces are the following products/deliverables:

· User report on Release1 system

· User report on Release2 system

· Technical evaluation report

· Annual reports to JCIEL Programme

· Case study report

As a general point, the outcome of internal evaluation should be a widely acceptable system with a good user interface, containing wanted and needed resources, that performs consistently to specification.  It should also meet the needs of the organization, and be sustainable by the organization. 

7.3 External evaluation

7.3.1 What is being evaluated

The overall objective of external and summative evaluation within MARTINI is to evaluate the project itself, both in terms of the validity of its objectives and in how effective and efficient the project is in achieving those objectives.  Specifically, external evaluation within the MARTINI project will assess; 

· Whether Project has well-articulated objectives and is meeting those objectives, 

· The ongoing appropriateness of the objectives to ensure that they continue to meet the objectives of the JCIEL Programme, JISC, and the wider community

· Project processes and procedures for suitability to function and result desired,

· The overall organizational and community impacts of Project products & deliverables

· The success of project dissemination activities

More formally, external evaluation will encompass:

· The Process and Progress of the Project, including, 

· the achievement of appropriate milestones

· effective liaison between project staff and participants

· appropriate scoping of work, to ensure that this does not significantly exceed the initial proposal while providing multiple stakeholder perspectives.

· The Products of the Project, including, 

· correct application of technical and other standards

· conformance to the needs of all major stakeholders

· The Impact of the Project, including, 

· The effectiveness of dissemination

· the effects and potential of the Products on Data Users

The key role of external evaluation is to provide an unbiased, knowledgeable external view of Project objectives and progress as against those objectives.  This requires an awareness of JCIEL Programme objectives, community objectives/needs, and experience in assessing objectives empirically.  While approval of funding of the Project is obviously one indicator of JCIEL approval of Project objectives, it is equally clear that JCIEL objectives can evolve over time as can those of the Project, resulting in a gap between the two.  This is a particular issue in a project like MARTINI which is responding to both a national need as represented by JCIEL, and to the local needs of the institution.  Ongoing external evaluation can identify any divergence between national and local needs, and bring these to the attention of the Steering Group for consideration and action.

The logical corollary of this strand of evaluation is an external assessment of the processes and methodologies within the Project to ensure they are the best choice to produce the desired result.  Once project objectives have been validated, any assessment of project success in achieving those objectives, by necessity, must involve an evaluation of the way in which the Project works.  This extends to internal Project structures, processes and communication, reporting structures & timetables, work allocation, and Project team dynamics. This requires an extensive knowledge of the project, and a knowledge  & experience of, general project management methodologies in the academic community.

A related area of external evaluation is an assessment of the impact of the Project on the sponsoring institution and the community as a whole.  Internal evaluation is not well -suited for this task given it’s inward-looking focus and pre-occupation with a much narrower environment.  External evaluation can scan the wider environment for community awareness and action in the areas of Project interest & work, and assess what, if any, impact the Project has had on developments in the community.  

Similarly, external evaluation can apply the same processes to the institution itself, free of any ‘political’ or structural impediments that might hinder internal evaluation. As with assessing impact on the wider community, a knowledge of the state of awareness and practice by the institution is required in order to use it as benchmark against movement caused, or not, by the Project.

A subset of this activity is the assessment of dissemination activities.  These are a means of effecting change in the community and institution so their effectiveness and suitability for purpose has a direct bearing on impact the Project will have.  The range of dissemination, choice of target audience and impact of activities on that audience all are significant foci for evaluation in this area. Additionally, an assessment of the validity of the objectives of dissemination activities is crucial to whether both those objectives have been met, and more importantly, whether the objectives themselves have value.

7.3.2 Methodologies

Primary responsibility for summative evaluation will rest with CERLIM.  They may involve Project team, or Steering Group members as needs dictate, but this will only be at the request, or direction of CERLIM.

A variety of methodologies will be employed for external evaluation.

1. The external evaluators will undertake a process of documentary analysis, supplemented with interviews with key players, to establish the scope and objectives of the Project within the framework of the JISC and its Programmes. Documentary analysis of other, related projects would help to contextualise this process.

2. In the early stages of the Project, the external evaluators will interview key stakeholders to establish Critical Success Factors (CSFs). These will be shared with the Project Team and used as part of initial formative feedback. 

3. These initial processes will enable the evaluators to build an understanding of the administrative, information management, pedagogical and other models that are implicit within the Project and its immediate environment (i.e. the University of East Anglia).

4. The external evaluators will monitor all Project outputs and compare them with the objectives, feeding back commentary as a contribution to iterative development.

5. A series of questionnaires, focus groups and/or interviews – integrated with the internal evaluation – will enable user views of the Products to be established.

6. Technical assessment will be undertaken by the external evaluators based on their expertise in the field. The major issue will be conformance to formal standards.

7. Towards the end of the Project, the CSFs will be revisited and used to assess Project achievements.

8. The external evaluators will assess the impact of dissemination activity by interviewing a random sample of representatives of the community who are not associated directly with MARTINI.

9. Because the external evaluators are also undertaking a large-scale evaluation of the development of the DNER, they will apply lessons from that development to their work with MARTINI to assist the Project to take on board emerging information environment issues from the national context.

10. Evaluation reports will be produced as specified in the project Plan.

7.3.3 Outcomes

The outcome of any summative evaluation is an assessment of the ‘success’ of the activity evaluated.  In concrete terms, it is envisaged that CERLIM will produce two evaluation reports, one at the mid-term of the Project and one at it’s end.  These reports will be submitted to the Steering Group for review and approval prior to release to the JCIEL Programme Office. 

It is also the expectation that this work could be part of a Project-led, or JCIEL Programme ‘best practices’ report that would provide guidance for others doing work in this area. 

In the larger sense, the critical outcome of summative evaluation is a legacy for both the institution and the JCIEL Programme.  Such evaluation can point towards good practice, warn of pitfalls and poor practice and indeed, provide guidance on how Project and/or Programme objectives could be met if not met by the Project.

7.4 Cross-references within Outline Plan:

Milestones to be achieved are (with cross-reference to ‘Evaluation Issue’ in individual Outline Plan stages ):

1.5.1 
Evaluation planning

2.5.4 Mode of internal evaluation

2.5.5 External evaluation framework

2.5.6 Identification of best practice

3.5.1 
Evaluation tools/methodology

4.5.5 Evaluation results integration with development

4.5.6 Evaluation tools/methodology

4.5.7 User involvement

4.5.8 Identification of best practice

7.5.1 Evaluation tools/ methodology

7.5.2 User involvement

7.5.3 Identification of best practice

8.5.1 Evaluation tools/methodology

8.5.2 User involvement

8.5.3 Identification of best practice

8 Communications & Dissemination 

8.1 Introduction

One of the specific aims of the MARTINI Project is to bring the results of the Project to the academic community.  Indeed, the original JISC Circular 7/99 stipulated that dissemination was to be a core activity of all the projects funded under the 7/99 Circular.  The call states that: 

All proposals that are expected as part of their project to disseminate their findings widely. All proposals must include a dissemination plan that should include WWW pages, publicity materials, case studies, workshops, conference attendance and so on appropriate to the level of funding. From time to time JISC will organise its own workshops and will expect projects to take part in these and other JISC wide dissemination activities

This plan intends to address the concerns above and to address the specific issues of targeting, interaction and impact, which the call used as criteria for the assessment of project bids.

There is both a ‘one to many’ and a ‘one to one’ approach taken.  In general, the former will be the approach taken for dissemination activities and the latter for communication.

The project will use technology and the work of other related JCIEL projects to produce better results, and, in the case of dissemination, to reach a wider audience than otherwise possible.  Opportunities to use technology in an innovative way will be sought and it is expected that projects within the ‘Joined Up Systems for Learners’ group will co-ordinate dissemination activities as will all JCIEL projects.

This project will also liaise closely with other projects and the JCIEL programme office to identify best practice amongst other projects, and then adapt and use it for the MARTINI project.  These contacts will also be used to obtain help and/or advice where necessary.  Other projects, and the Programme office can also been seen a potential dissemination outlets as well.

MARTINI will have to establish it’s own distinct identity within both UEA, and the wider community.  MARTINI will have a logo and a house ‘style’ for documents that will be followed. 

8.2 Communication

8.2.1 Introduction & Aims

The aim of Project communication is to support effective dialogue amongst project team members and participants and to ensure an effective, efficient and timely sharing of information. Communication activity within MARTINI will focus on ensuring that all project team members and participants are fully informed of project activities, but not ‘over-informed’ nor ill-informed.  Clear lines and methods of project-wide communication will be established whilst retaining and promoting the informal communication that provides the flexibility essential to a successful project

This activity is ‘internal’ to the project, concentrating on project team members, the data providers, and the users involved in evaluation activities. Communication activities for & with these two groups will reflect their differing needs and interests.  

The Project Team, with responsibility for delivering project objectives need to be fully open and clear with each other, regardless of subject matter or nature of the information. Communication with the data providers and users need not be as ‘open’ as between team members, taking a more ‘informative’ tone than the ‘problem-solving’ tone that one would get between team members.  Whilst not glossing over setbacks or difficulties, the objective in communication with participants should be to foster their interest and involvement with the project and to ensure they have enough information, often enough, to provide the basis for, and interest in, contributing to the project.

The Steering Group is included the communication process as, at a minimum, it needs to be kept informed of project activities & progress. The Project Manager will play the pivotal role in providing the factual basis upon which the Steering Group makes its strategic decisions.

Certain information will be shared globally.  General project progress and especially achievement of key milestones, changes in project timelines or objectives, changes in project membership/participation, and activities undertaken by the project will be shared with all team members and project participants.

Ascertaining the effectiveness of communication can be difficult in terms of linking the effort into project results, so measurement of effectiveness will rely on user feedback gained from periodic surveys, interviews, exception reporting, and consultation.  This plan will be available to all team members and participants so any concerns over the strategy, methodology and/or timetable of communication can be addressed early in the project.

8.2.2 Methodologies

A variety of communication methods will be utilised.  Each method will be matched to the material, use and audience best suited for that method.  Whilst we intend to use technology to best advantage, we will be flexible in our choice of methodologies and will be prepared to alter them if they prove to be unsuccessful.

Firstly, clear lines of, and responsibilities for, communication will be established.  Formal communication throughout the project team and to participants will be the responsibility of the Project Officer.  Communication with the Project Steering Group will be by the Project Manager save for regular cross-project communication (e.g. bulletins) undertaken by the Project Officer.  Communication policy will be set by the Project Manager in consultation with the Project Officer and with others where appropriate. The Project Officer will have the responsibility of ensuring that all team members are informed of any changes in team membership or access details.

Formal email lists will be established to provide a method to communicate to various groups about the project.  Two communication lists are envisaged: one just for immediate team members, and a second for team members, data providers and the user group. Communication with data providers and/or users alone will generally be handled on an ad hoc basis by the Project Officer.

The project website, although primarily dissemination tool, will also be used in communication within the Project.  A password-protected area will be established where documents can be ‘stored’ and accessed by project team members and participants. In particular, draft project documents, meeting documents and JCIEL-oriented documents will be placed here.

Regular communication is key to any project. A key component to ensure this is the establishment of regularly scheduled meetings of project team members who need to consult throughout the life of the Project. These team meetings will assess project status, integrate project streams and activities, and maintain contact between team members.

Another method to be used for regular communication will be project bulletins.  The Project Officer will provide a monthly newsletter for team members, participants, and stakeholders.  Another bulletin will be prepared by the Project Manager for the Project Steering Group, concentrating on project management issues and informing the Group of progress against the Project Plan and detailed stage plans.

8.2.3 Timetable/Benchmarks

Communication activities will continue throughout the life of the Project on both a regular and ad hoc basis.  The regular activities are noted in the Project Plan within the Outline Plan section.  

Major products/deliverables for communication are (with cross-references to Outline Plan): 

· Communication & Dissemination Plan (1.2.3)

Major communication activities are (with cross-references to Outline Plan): 

· Project team meetings (1.6.3, 2.6.1, 3.6.1, 4.6.1, 5.6.1, 6.6.1, 7.6.1, 8.6.1) 

· Monthly Project Bulletins (2.6.2, 3.6.2. 4.6.2, 5.6.2, 6.6.2, 7.6.2, 8.6.2)

· Steering Group meeting (2.6.4, 3.6.4, 4.6.4, 5.6.4, 6.6.4, 7.6.4, 8.6.4)

· Website updates (4.6.3, 5.6.3, 6.6.3, 7.6.3, 8.6.3)

The criterion by which each activity is measured is set out in the detailed Project Plan and individual stage plans.  However, in general, the criteria for regular activities will be spot checks of receipt plus periodic surveys of value and interest of those activities.

8.3 Dissemination

8.3.1 Introduction & Aims

The aim of Project dissemination is to share the knowledge, results and outcomes of the Project with relevant communities outside the Project itself.  This will inform and build a community of interest in the project objectives.  Indeed, effective dissemination is the most obvious method of ensuring wider involvement.

At its most general level, this will be done on a ‘one to many’ basis in order to maximise results with a minimum of resource and effort.   However, dissemination activities may range from simply mentioning a project issue in context at a departmental meeting, to presenting a conference paper. It is desirable for all project participants, including users, to contribute to MARTINI dissemination activities. 

The target audience for dissemination activities are the ‘stakeholders’ in the project – essentially, people who are not directly linked to the project, but who have a real interest in what MARTINI is trying to achieve.  These stakeholders are not restricted to the UK as many project activities have an international relevance. In addition, the library audience is also not restricted to higher education although again, the HE community is of most immediate concern to the project. 

The stakeholders are both the target of, and agents of, dissemination as they are likely to promote MARTINI informally, by introducing the project's work into relevant discussions (e.g. meetings, emails).

Lead responsibility for co-ordinating MARTINI's dissemination activities will rest with the Project Officer, in consultation with the Project Manager. This will ensure that activities are timely and focused. It is also necessary to ensure that any individual dissemination activity does not overlap with other plans and to check if any other input would be useful. Project participants should notify the Project Officer when planning any separate activity.

The effectiveness of dissemination will be evaluated with CERLIM taking the lead role in this activity.

8.3.2 Methodologies

A wide array of methods will be used to disseminate MARTINI results and experiences, both formal and informal.

All MARTINI participants and team members will be encouraged to spread awareness of the project amongst colleagues, regardless of location. Proper communication as set out above will be critical to ensuring that the message conveyed informally is coherent, and consistent with other, more formal mean of dissemination.

The MARTINI website will be a critical instrument of dissemination, allowing project progress and products to be widely accessible.  The website will present: 

· Project overview (including background & context, participants, project aims & objectives, and benefits to HE community

· Documents page (including Project Proposal, Project Plan, and the user catalogue of requirements along with technical documents)

· Interface to Project staff and other Allied Personnel (including an area for suggestions)

· A What’s New page to update the community on Project progress

· Publications page (including articles, presentations at workshops/conferences, briefing papers and case studies

· Links to other web resources of interest to the community

One of the most important vehicles for dissemination is a project mailbase list for team members, participants and stakeholders. This will not only inform the community of project progress and achievements, but can also point the stakeholders to other forms of dissemination such as the website itself. These bulletins will cover technical work, dissemination activities, and any related information that might be of interest to the stakeholders. 

The JCIEL Programme office will offer events that provide an opportunity for dissemination of MARTINI experiences and progress such as the JISC Conference in November 2001 “Constructing a Managed Learning Environment: Tools, tactics and the human experience”. MARTINI will take advantage of any such opportunities throughout the course of the project.

Clearly the prototype itself will function as the central and highly visible basis for dissemination. However there will also be a substantial body of related user management information to disseminate. Therefore activities will not merely focus on technical aspects of the project. Practical hands-on experience from users and data holders is an important deliverable. 

Presentations offer another route of dissemination. Most presentations are expected to be as a result of invitations to speak at relevant professional meetings in the UK; however calls for papers on email lists will be monitored and proposals to appropriate international events will be considered. Presentations within UEA will also take place. 

MARTINI will make full use of opportunities to publish articles in electronic journals such as Ariadne and Dlib as well as in other, more traditional journals. The choice of journal for publication will depend partly on their publication schedules and how these fit with project timings. 

There is, in addition, ample scope for joint writing of articles and other materials between project participants and between MARTINI and other projects. This will be encouraged since it makes full-length articles less onerous and therefore less daunting, although more planning and co-ordination is required. 

8.3.3 Timetable/Benchmarks

The following represents a minimum planned level of dissemination activity within the remaining project stages, which is achievable by the core staff. Specific named activities, which have already been organised for the early stages are listed, together with planned later activities.

Major products/deliverables for dissemination are (with cross-references to Outline Plan): 

· Meeting with data providers (1.2.1)

· Meeting with data users (1.2.2,)

· Communication & Dissemination Plan (1.2.3)

Major dissemination activities are (with cross-references to Outline Plan): 

· Meetings with data providers (1.6.2, 4.6.6, 7.6.6)

· Meetings with data users (1.6.1, 3.6.5, 4.6.5, 6.6.5, 7.6.5, 8.6.7)

· Maintenance of contact with Steering Group (1.6.2)

· Project team meetings (1.6.3, 2.6.1, 3.6.1, 4.6.1) 

· Monthly Project Bulletins (2.6.2, 3.6.2. 4.6.2, 5.6.2, 6.6.2, 7.6.2, 8.6.2)

· Steering Group meeting (2.6.4, 3.6.4, 5.6.4)

· Website updates (4.6.3, 5.6.3, 6.6.3, 7.6.3, 8.6.3)

· Article publication (4.6.6, 8.6.6) 

· UEA dissemination meetings (4.6.8, 8.6.8)

· UEA demonstrations (7.6.7)

· Promotional material (5.6.5, 6.6.6)

The criterion by which each activity is measured is set out in the detailed Project Plan and individual stage plans.  However, in general, the criteria for regular activities will be spot checks of receipt plus periodic surveys of value and interest of those activities.
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27 April 2000

Northavon House
Coldharbour Lane
BRISTOL BS16 1QD

Mrs J Steward . .
: Direct Dial +44 (0} 117 931 7403
The Library Facsimile +44 (0) 117 931 7255
University of East Anglia www: jisc.ac.uk
The Fj’(am Chairman:
Norwich Professor | Maxwell Irvine

Norfolik

Secretary:
Or Malcolm Read

Dear Mrs Steward

JCIEL Call 7/99 ~ MARTINI

Thank you for submitting a bid to this call. | am writing to inform you that your bid has been
successiul and that the University of East Anglia has been awarded a grant of up to
£212,408 over 24 months to complete this work. This funding will be provided by the JISC
Committee for Integrated Environments for Learners, (JCIEL), and is subject to the
conditions outlined below.

Accountability

The JISC makes the grant for this project on the basis that the institution uses it only for the
purpose of implementing this project.

Projects will be required to have a steéring group with an external chair appointed by JISC.
Where appropriate this may be combined with the steering group of a related project with an
agreed chair.

Intellectual Property Rights (IPR)

The JISC will not seek to retain or acquire any formal inteflectual property rights in the end
products or services funded under the JCIEL programme. It will be the responsibility of the
institution to ensure that products do not infringe copyright or other IPR cf any third party.
You are free to commercially exploit any of the results of the project provided that you
continue to make the version developed with JISC monies available to higher and further
education institutions free (except for a handling charge) for at least two years from the end
of the project. This does not preclude you from charging for maintenance or upgrades to
that system where tsers want the support.

Availability
Funding is made available on the condition that, except for a handling charge, institutions will

make available products funded under the JCIEL programme free of charge to other UK
higher and further education institutions funded by the following funding bodies: the Higher
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Education Funding Council for Engiand, the Fuither Education Funding Council, the Scottish
Funding Councils for Further and Higher Education, the Weish Funding Councils and the
DHFETE.

Dissemination, Monitoring, Evaluation and Accessibility

The JISC wishes to'ensure that the outcomes of the JCIEL programme are disseminated as
widely as possible, and is concerned to ensure that projects are properly monitored and
delivered. '

- Tom Frankiin, JCIEL Co-ordinator, will be contacting you shortly to arrange a meeting within

- the next 5/6 weeks to discuss the project and to agree the key milestones and deliverables - - -
against which your project will be monitored. You will be expected to develop a formal
project plan based on the agreed deliverables together with appropriate project management
and reporting structures and arrangements for monitoring progress. Final costings for the
project will be subject to negotiation at this meeting and the spending profile for the project
agreed with the JCIEL Co-ordinator. The JISC Secretariat will then be informed in writing.
Once confirmed, any changes to these arrangements will need to be agreed formally with
the JCIEL Co-ordinator and the JISC Secretariat. Where appropriate funding in subseguent
years of a project may depend on satisfactory progress with meeting the specified
milestones.

A two day meeting for ali successful project leaders will be held in Manchester in late May.
Attendance at this meeting is mandatory and will provide an opportunity for you to meet and
discuss your project with other successful bidders.

Institutions are expected to provide contact and access to the JCIEL Co-ordinator at any
reasonable time.

Projects are required to make a serious commitment to disseminating and sharing
knowledge from the project throughout the commuiity and this needs to be explicitin the
work programme. All developments should be as accessible as possible and should take
account of guidelines produced by DISInHE, W3C and others. This may involve pariicipating
in events which JISC may arrange to promote the programme. Reasonable travelling
expenses in respect of the latter will be additionally funded.

Please let me know if your institution is able to accept funding on the above basis by
arranging for a competent representative of the institution to sign the attached copy of this
letter and returning it to me as soon as possible.

The spending profile for the project will be agreed at your meeting with Tom Franklin but
provided the institution accepts the conditions of funding stated above you may begin
spending money against the grant on staffing and set up cosis: Prior o your meeting any
other spending requests must be agreed in advance with Tom Frankiin.
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1 will write to you again once the project plan, deliverables and budget profile etc. have been
agreed, to confirm the arrangements for the payment of the grant. Please do not hesitate to
contact me if I 'can be of any further assistance in the meantime.

Yours sincerely
Lidey  Fouoso

Lesley Hawkins - '
JISC Secretariat Officer

Cc  Finance Officer, University of East Anglia
Tom Franklin, JCIEL Programme Manager
Lisa Wollacoit, JISC Finance Officer
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