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1. Introduction

Introduction to Community of Practice/project giving details of members/partners.

The organisation and institutions are referred to collectively as the Project Partners in the remainder of this document except where differences are identified between the roles of Organisational Partners and Institutional Partners. In the CAMEL model pilot we had both Organisational Partners and Institutional Partners – it was the institutional partners that ran the study visits, the organisations supported the project, were the fund holders, and managed the pilot.
The project began in July 2005 and is scheduled to complete by September 2006.

The project is funded by the xxxxx.

2. 
PROJECT objectives

2.1. Goals and Objectives

	Goals
	Objectives

	To explore the development of a Community of Practice amongst e-learning, systems, and learning technology practitioners working on aspects of promoting Lifelong Learning across institutions
	· To involve both FE and HE institutions and their partners in the lifelong learning agenda

· To pilot study visit events in order to share practice and issues

· To foster an open, trusting relationship between institutions

· To use readily available technology to facilitate a sharing culture

· To develop a framework for the development of a Community of Practice

	To disseminate good practice in the use of e-learning to support lifelong learning
	· Participants gain value from the visits
· Participants take action/change practice as a result of the project
· To address topics of interest to the sector
· To organise an open event in order to share the good practice with the wider community (this may require additional funding)
· To present papers to a range of national/international conferences e.g. ALT-C, EUNIS, HE Academy

· To produce a quality publication to inform the wider community about the good practice identified

	To develop a Community of Practice that exists beyond the life of the project
	· Participants gain lasting value from the links made as a result of the project
· The model used for this project is made available to help others organise similar initiatives
· The project is used as a model by other Communities of Practice


2.2. 
Critical Success Factors

	Objective
	Performance Indicator

	Participants gain value from the visits
	· All visits take place as planned

· Objectives relating to openness and trust are met

· Formative evaluation is used to inform planning of future visits

	Participants take action/change practice as a result of the project
	May require follow up evaluation but can ask about intended actions after visits.

· Participants join other existing networks/SIGs/discussion groups.

· Participants make use of available JISC resources.

· Participants make use of JISC Advisory Services.

· Participants disseminate findings/ideas within their own institution.

· Participants have gained knowledge that helps them solve problems/avoid past mistakes.


2.3. Related Projects
List any related projects (if any) with details of expected completion dates and any potential for overlap of requirements for support resource – as this could have ‘knock-on’ effects re timescales, etc.  Also flag any other potential impacts and identify, where possible, any requirement for output from the other projects.

	Projects
	Expected Completion

	· Institutional projects that Host institutions are showcasing are not yet complete in some cases:

(list expected end date for projects)
	31st March, 2006


3. 
Scope

3.1
Organisational Scope

The project affects a relatively small number of individuals in each of the Project Partners but organisational/institutional commitment is essential to the success of the project.

3.2
Logical Scope
It would be unhelpful at this stage to constrain the project by defining the logical scope too narrowly.  The project is exploring issues relating to the use of e-learning to support lifelong learning but due to the very nature of the project the scope of issues considered may be wide-ranging.

3.3
Temporal Scope/Phasing
The project plan is relatively simple and does not require phasing although there will be a mid point evaluation that may result in changes to the plan.

4. RISKS, constraints and ASSUMPTIONS

4.1
Risk Management Approach

Risk Management has been considered as part of the project definition and approaches to manage each of the identified risks agreed.  A risk log will be maintained by the Project Co-ordinator using the JISC infoNet Project Controls Database template.

4.2
Risks

See Appendix A.

4.3
CONSTRAINTS

	Project Constraints

	· Funding for the project is fixed and the project must operate within the agreed budget.

	· Funding for hosting a study visit is at a set rate.

	· Funded numbers on each study visit are set as follows:
------------------------------------
Any additional places are offered at the discretion of the host at must be self-financing.

	· Participation in the study visits is limited to the core team plus other staff or partners up to the maximum limit of places.


4.4
Assumptions

	Project Assumptions

	· The Project Partners are committed to participating in the full programme of study visits and to at least one open event.

	· Participation in the project will be characterised by candour and openness and subject to a non-disclosure agreement as outlined in 6.5.1..

	· Institutional Partners have the support of their institution and the ability to draw on a range of experts and partners to involve in the visits.

	· Each of the Project Partners has the right of veto on material to be used in the open event and publication.  Consent to disclose issues of wider significance will not be unreasonably withheld where the issues are dealt with in a sensitive and non attributable manner.


5. PROJECT ORGANISATION

5.1
Project Structure


5.2
Roles & Responsibilities

	Name
	Role

	Name
	Project Leader


	Responsibilities

	· Accountable to funder for correct use of project funds

· Accountable to funder for project deliverables and final report

· Contribute to the project evaluation
· Overall responsibility for final publication
· Overall responsibility for report to funder


	Name
	Role

	Name
	Project Manager


	Responsibilities

	· Recruit and manage project admin staff and consultants (e.g. Project Evaluators)

· Manage co-ordination of the partners

· Detailed project planning and control including:

- Developing and maintaining project plan

- Managing project deliverables in line with the project plan

- Recording and managing project issues and escalating where necessary

- Managing project scope and change control

· Manage and contribute to project evaluation

· Contribute to the final publication

· Contribute to the final report to funder


	Name
	Role

	Name
	Project Administrator



	Responsibilities

	· Maintenance of the CAMEL Mailing list.
· Hold all documents pertaining to CAMEL (Project Library).
· Circulate documents for information/approval via Mailing list
· Support the Host institutions in the organisation of the showcase study visits e.g.
· Confirm delegate names and special requirements

· Prepare delegate packs and name badges
· Send delegates confirmation and travel details
· Organise overnight accommodation if required
· Provide support in the organising and running of the open event e.g.
· Booking venue

· Delegate booking and special requirements
· Liaising with guest speakers re their requirements
· Production of delegate packs and name badges
· Sends delegates confirmation and travel details
· Invoicing and financial administration
· General support for the project manager.





	Name
	Role

	Lead names
	CAMEL Institution Lead

	Responsibilities

	· Obtain agreement of own institution/partners to participate

· Organise a study visit to own institution including

· Consult with Project Partners to devise programme

· Arrange input of an appropriate mix of experts/partners

· Book venue and arrange catering

· Provide material for delegate packs

· Attend and contribute to all of the study visits

· Assist in the organisation of the open event (e.g. supply speakers)

· Contribute to the project evaluation

· Contribute to the final publication

· Contribute to the final report to funder


	Title
	Role

	Names + organisations
	CAMEL Organisation Lead


	Responsibilities

	· Contribute to the study visits reflecting own constituent group’s interests and ensuring wider relevance of topics

· Feed outcomes into own organisation’s development plans

· Assist in the organisation of the open event

· Contribute to the project evaluation

· Contribute to the final publication

· Contribute to the final report to funder
.

	Title
	Role

	Name
	Project Co-ordinator

	Responsibilities

	· Name of Organisation Lead with responsibilities as detailed above

· Additional role to assist and deputise for Project Manager
· Maintain Project Controls Database



6. 
Project Control

6.1
Issue Control 

Project issues will be identified, prioritised and dealt with swiftly to ensure that project deliverables are not affected.  An issues log will be maintained by the Project Co-ordinator using the JISC infoNet Project Controls Database template.

6.2
Change Control

Should any of the Project Partners propose a modification to the scope or planned outputs of the project this will be logged and discussed/agreed by the Project Partners.  A Change Control log will be maintained by the Project Co-ordinator using the JISC infoNet Project Controls Database template.

6.3
Quality Assurance

The project will be subject to independent evaluation by an evaluator external to the Project Partners.  The evaluation will look at whether the project has met its defined objectives.  The Project Manager will handle a bidding process to appoint an evaluator.  Once agreed the terms of reference for the evaluation will be added as an update to this PID.

6.4
Financial Control

The project budget is included in section 10.  The Project Leader is accountable to funder for the use of project funds.

Each of the Institutional Partners will receive £d to fund the hosting of a study visit and staff travel to the other visits.  Each of the Organisational Partners may claim travel costs not exceeding £e to cover attendance at the visits.  
Once agreed this PID will form the basis of a commitment between the Project Partners.  Failure to meet the commitments as outlined here will result in recovery of an appropriate portion of the allocated project funds.

6.5
Information Management

The Project Co-ordinator will maintain the Project Controls Database as a tool to assist the day to day running of the project.  The responsibility of maintaining a Project Library of all other core documentation will rest with the Project Administrator.

You will need to check your obligations under the he Freedom of Information Act.  

6.5.1
Non-Disclosure

The Project Partners have agreed to be bound by a non-disclosure agreement in order to ensure we derive the benefit of full and open discussion during the study visits.  The terms of this agreement are as follows:
· All discussion is treated as confidential and all published output from the project is to be agreed by the Project Partners.

· The project will endeavour to disseminate information about issues and lessons learned in a way that is useful to the wider community but with due regard to the need for sensitivity, anonymity relating to the private views of individuals, and confidentiality.  No institution or person shall be named in any published output without their express approval.

· Since the CAMEL project is primarily concerned with collaborative approaches to managing e-learning, and with dissemination, group work and ‘toolkit’ methods to facilitate communities of practice, the partners will endeavour jointly to ensure no unnecessarily restrictive or complex non-disclosure issues are raised which may detract from or undermine the project. 

7. 
reporting

7.1
Reporting within the Project Team

Project Partners should keep the Project Manager and other team members aware of progress with the planning of study visits but there is no formal requirement for reporting within the project.

7.2
Management Reporting

The Project Leader will issue progress reports to funder at milestone points and on demand.  The Project Leader will issue a final project report to funder by date.

7.2
external Reporting

A project web page has been set up at url to report on progress to the wider community.  It is intended to produce a quality publication reporting on project outcomes at the conclusion of the project.

8. 
stakeholders

8.1
Identification and Analysis

See Appendix B
8.2
Communication

Communication with key stakeholders is included in the ‘management approach’ section of the stakeholder analysis.

Wider dissemination plans include:

· Updates on project web page url
· Open event (subject to availability of additional funding)
· Quality Publication

The dissemination plan will be further developed once potential outcomes are clearer

9. 
planning

9.1
Approach

We will use the ‘Sliding Planning Window’ approach as advocated by JISC infoNet which means only planning ahead so far as is sensible at the time.  We will undertake a formative evaluation after each visit and a mid point evaluation which will inform the planning of the remaining visits and other deliverables.

9.2
Milestone Plan

	Date
	Start up meeting

	
	Visit 1 

	
	Visit 2 

	
	Mid point evaluation

	
	Visit 3 

	
	Visit 4 

	
	Dissemination conference

Dissemination conference

	
	Summative evaluation

Drafting of publication and final report

	
	Dissemination at conference


10. 
budget

10.1
outline budget

The following represents the outline budget as agreed following the start-up meeting.

	Heading
	Total

	
	


11. Agreement

This document constitutes an agreement by all parties involved as to the scope and requirements of this project. The financial aspects of this agreement are covered in section 10. By signing this document and accepting a share of the project grant the parties are agreeing to fulfil their obligations as outlined in this document. 
Signed on behalf of 

Date 
Signed on behalf of

Date
Electronic Sign-offs

	
	url


Appendix A Risk Assessment and Management Plan
	Risk
	Likelihood
	Impact
	Risk Management Approach/Mitigating Actions
	Early Warning Signs

	
	
	
	
	

	Concerns about possible disclosures prohibit open discussions
	Low
	V High
	Ensure all participants agree to confidentiality. 
	Lack of sharing experiences and issues during first showcase visit.

	Hosts unable to interest partner institutions in the events
	Low
	 High
	Host Institutions chosen have very strong links and good working relationships with partner institutions.
	Lack of participation in first showcase event.

	Host institution management decides that cannot release main contact to participate in all events
	Med
	High
	Most sites happy to showcase good practice.  Each Host institution has nominated minimum of 2 people.
	Inability of Host contact to attend event.

	Visits do not deliver value to participants
	Low
	V High
	Careful briefing of presenters and validation of materials beforehand.

Careful planning of discussion sessions based on participants’ declared interests.

Suitability of venue/catering assessed beforehand.

Strict adherence to programmed timings.
	Poor results in formative evaluation after session.


	
	
	
	
	

	Visits deliver little of general interest for publication
	Low
	Med
	Unlikely given range of topics covered and previous evidence of interest in this area.

Ensure presenters cover strategy behind their approach and always have two contrasting approaches.

Good facilitation of discussion sessions to ensure focus is not too narrow.
	Project Partners self-evaluation of first event.

	Failure to develop community of practice beyond lifespan of project
	High
	Med
	This is a pilot project so it is difficult to prejudge the likelihood of success.   Some later evaluation may be necessary to assess this but it should be noted that links may form with networks outside our immediate sphere.

Provide forum for interaction/discussion.

Inform participants about existing networks.

Promote future activities to participants.
	Difficult to identify ‘early’ warnings as a community takes time to grow.



Appendix B Stakeholder Analysis and Communication Plan

	Stakeholder
	Stake in the project
	Potential impact on Project
	What does the Project expect the Stakeholder to provide?
	Perceived attitudes and/or risks
	Stakeholder Management Strategy/Communications
	Responsibility

	
	Funder
	V High
	Funding; publicity via website and conference
	Supportive of project
	Keep informed about progress
	Project Leader

	Senior Managers in Institutional Partners
	Heads of host institutions
	High
	Support in terms of staff time and institutional facilities for study visit
	Potential concerns over openness about issues
	Promote benefits of project.  Explain non disclosure agreement
	Institutional Leads

	Staff in host institutions/partners
	Potential participants in study visits
	Med
	Input to study visits including preparation time and input to evaluation of visit
	May not feel it worthwhile if participating in only one visit
	Promote benefits of project.  Encourage key staff to become part of core within the limit of numbers
	Institutional Leads

	Senior Managers in Organisational Partners
	Heads of organisations
	Low
	Support in terms of staff time
	Potential lack of awareness, apathy, viewed as low priority.  N.B. Low risk as 2 organisation heads involved
	Promote benefits of project.  Explain relevance to other development work.
	Organisational leads

	Education Community
	Potential adopters of this model and associated good practice
	Low initially but crucial they value end product
	Adoption of ideas following project dissemination
	Potential lack of awareness/apathy.
	Effective dissemination plan.
	Project Manager
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CAMEL organisation





CAMEL organisation





CAMEL Host





CAMEL Host





CAMEL Host





Project Coordinator�name





CAMEL organisation





CAMEL Host





Project Leader�name
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