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JISC Project Plan Template

1. Background
This project builds on the foundations laid by Phase one of the WCKER. During Phase one the team at TALL created an alpha version of a flexible, wizard based tool which aids course authors and programme managers in the construction of pedagogically sound, standards compliant IMS content packages. The WCKER is a user-friendly layer built onto the JISC funded Reload project. 

Phase one of the WCKER allows for the creation of bespoke wizards which define the overall structure or format of a suite or programme of courses. The user is then guided through a step-by-step process as they input course specific information which is then converted into a set of files ready for authoring. The WCKER also maps information submitted into the metadata of the IMS XML content packaging manifest file thereby marking-up the course structure with relevant information for digital repositories. 

Materials produced by the WCKER can used to create content for standards compliant VLEs and populate the content repository aspect of and ELF style framework. 
2. Aims and Objectives

Project Aim:

The aim of the project is to test and advance the alpha version of the WCKER tool by running a number of pilot implementations in HE and FE institutions to evaluate the pedagogical value, effectiveness and future development requirements of the tool, and to use the results of the user trials and pedagogical evaluation to develop a beta version of the WCKER tool.
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The diagram above indicates:

1) The current maturity of the software this proposal is working with.

2) The aimed maturity of the software the end of the project.

3) The activities the project proposes to undertake.

Project Objectives:
The objectives of the Phase 2 of the WCKER project are to:

· Consolidate functionality, refine code, and conduct user testing of the alpha version of the WCKER tool

· Pilot the alpha version of the WCKER tool in three HE and FE institutions

· Evaluate the pilot implementations and identify priorities for further development of the WCKER tool

· Progress development of the WCKER tool from the alpha version to a beta version using feedback from the user tests and pedagogical evaluations

3. Overall Approach

3.1 Development

There will be two main phases of code development in this project:

Phase 1: Workpackages: Initial stability coding and Changes as a result of user testing
Consolidate functionality, refine code, and conduct user testing of the alpha version of the WCKER tool
Alpha testing will be done with the TALL short course Wizard.  We will use this version with learning technologists and academic authors as appropriate to establish whether it really matches their ways of working, and to identify any initial changes that need to be made to increase the tools usability.
Phase 2: Workpackage: Updating WCKER from Alpha to Beta version as a result of evaluation feedback
The feedback from the pilots and evaluations will drive the focus of a second, more extensive, phase of coding to improve the WCKER and add functionality as required by the user community.
3.2 Pilot Implementation
Workpackages:

Planning and building pilot wizards with partners

Arranging and running pilots

Evaluation of pilots

Each pilot will involve the creation of a wizard that that is appropriate for the piloting institution. Initial consultations will take place to ensure that relevant wizards are produced in close collaboration. Thus each pilot will reflect a specific type of course that that institution wishes to experiment with and trial.
It is intended that the information gathered from the pilots will enable TALL to specify the next stage of the tool, so that the beta version is informed by the results of real usage and can be used by HE and FE institutions without support.  TALL propose to carry out three pilots as follows:

Pilot 1:  Refining the TALL short course wizard

The University of Oxford’s Department for Continuing Education is scaling up production of its accredited online short courses, which are each worth 10 CATS points at undergraduate level 1.  The online short courses are designed to work to a standard pedagogical model based on the Oxford tutorial system, translated for online delivery. This model allows tutors with subject knowledge but little understanding of online learning to easily create effective online courses.  The emphasis of this pilot is on usability and the potential for the WCKER tool to control a course model as it is used by tutors with a range of technical abilities from a number of subject disciplines.

Pilot 2:  Extending the York Masters in Public Policy and Management

The Department of Social Policy and Social Work at the University of York has an existing online masters programme in Public Policy and Management
, which was developed with considerable technical assistance. The York team now wish to improve and extend their existing course materials using their in-house team of learning technologists and subject experts as well as a pool of globally dispersed authors. This pilot will enable TALL to examine the usability of the WCKER tool by pedagogically informed users with limited technical expertise, as well as test the ability of the WCKER tool to ensure consistency when it is used by a widely dispersed team of authors.
Pilot 3: Creation of a wizard to support an FE course format at Suffolk College

The Suffolk Institute of Technology (SIT) is part of Suffolk College. The Institute has considerable experience of implementing e-learning across a variety of models. This pilot will be a crucial test of the potential of the WCKER tool to streamline and control the initial planning and structuring of a range of courses with a rigorous existing specification. It is anticipated that the WCKER tool will be of great use to the FE sector as it has the potential to convert much of the paper-based work involved in the initial specification of a course into a software environment which will directly lead to the creation of standards-compliant materials, ready for sharing via digital repositories across the FE sector.

3.3 User Trials with Pedagogical Evaluation
Workpackages:

Initial Closed User Testing
Pilot evaluation
The partner institutions will be involved in all stages of the creation and use of their wizard. TALL will work with a range of staff at the partner institutions, including learning technologists, academics and programmers, to evaluate the use of the WCKER tool. To facilitate this process, data will be gathered at every stage on the usability, relevance and pedagogical value of the tool to them, using a combination of focus groups, questionnaires and structured interviews
. The TALL team was involved with the recent JISC evaluation of the Learning Activity Management System (LAMS)
 and is therefore aware of the methods used for evaluation in projects of this nature.

The pilots for this project intend to test the WCKER tool under genuine working conditions and, if successful, it is hoped that the WCKER tool will be taken up by the partner institutions for day-to-day use at the conclusion of the project. It should be noted that, because WCKER is a course specification and authoring tool, the community of users will be staff and not students. Therefore, our proposed pilots will be tested by approximately 10 members of staff rather than 40 students.

3.4 Dissemination and Sustainability
Workpackages:

Peer review

Final report

The project will be largely disseminated through the project website and wiki and by participation in JISC events.  Other dissemination events may be planned at a later stage of the project.  It is envisioned that the WCKER will be self evidently useful to eLearning practitioners across HE and FE and as such naturally sustaining.  Certainly the association of the WCKER with a widely used and popular tool such as RELOAD is to our advantage.  
4. Project Outputs

Software:

The project will deliver a beta version of the WCKER project which is appropriate to release to the wider community.

Three pilot wizards that aid the structuring of specific course types will also be available to the wider community.

Wiki:

Phase 2 of the WCKER project will build on the online wiki which was the focus for phase one development (http://waterbuck.conted.ox.ac.uk). This is an open wiki which is open to all and contains up to date project information and code.
Reports:

The project will deliver a final report to JISC which will give an overview of the project. There will be a series of evaluation reports produced as a result of the initial user testing and each pilot implementation. Each of these reports will contain a list of recommended improvements to the WCKER. There will also be a peer review report.

Knowledge and experience

Greater interaction between the developers of the WCKER and course development teams, thus fostering a better understanding of the real requirements of such groups. 
5. Project Outcomes

· A tool that allows easy creation of standards compliant learning materials for non-technical authors

· A tool that allow eLearning development teams ensure standards and consistency in course creation, regardless of authors.

· A widening of the range of users who can work with Reload.

· An increase in the use of IMS and SCORM content packages and therefore an increase in interoperable digital content.

· More investigation into how people actually design create eLearning and the kind of tools that make it easier for them to do this, potentially leading  into learning design work

· Models of eLearning structure and design “best practice” encapsulated in the wizards that can be used by less experienced teams – again  potentially leading  into learning design work
· A better understanding of the mechanisms in content packaging that can be used to create pedagogically effective eLearning.

6. Stakeholder Analysis
	Stakeholder
	Interest / stake
	Importance

	Technology-Assisted Lifelong Learning
	We envisage using the tool in our production processes. This will streamline our specification and build process, especially in the area of short online courses.
	High

	Teachers / Course Authors
	Guidance on course structuring and the production of interoperable content. Reduces the amount of idiosyncratic content which can only be used in one system.
	medium

	E-learning Managers
	The ability to streamline and control the authoring process. Important for groups of courses that need to present the same overall format.
	High

	E-learning Developers
	The ability to write a range of wizards for Reload. Bridges the gap between powerful e-learning tools and non-technical users.
	High

	Reload
	Extending the tool and widening the user group. A continuation of the work being done by Reload to expand the tool and make it more user-friendly.
	Medium

	JISC
	Extending and broadening existing JISC work. Encouraging the creation of ELF friendly content.

Linking the technology with the creation of student facing content. Builds on existing work towards the formation of the ELF.
	Medium


7. Risk Analysis
	Risk
	Probability

(1-5)
	Severity

(1-5)
	Score

(P x S)
	Action to Prevent/Manage Risk

	Much of the Java programming work relies on a single team member.
	2
	4
	8
	We do have a list of Java contractors who could step in in an emergency.

	Balancing this project with the other demands placed on TALL by the University.
	2
	2
	4
	Our work for JISC is high priority so with good planning departmental responsibilities should be able to be arranged around the WCKER.

	The general complexities of the Java programming, especially where the project links into Reload.
	4
	2
	6
	We hope to get informal support from the Reload team.

	External suppliers
	1
	1
	2
	Very low risk

	Legal
	1
	1
	2
	The IPR issues have been established in Phase 1 + All of the software used is open source.


8. Standards

List the standards the project will use in the table below.  Also indicate:
· Any deviations from the standards that JISC recommends.

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

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

	IMS Meta-data within IMS / SCORM Content Packaging


	http://www.imsglobal.org/content/packaging/index.cfm 

(Version 1.1.3)
http://www.imsglobal.org/metadata/index.cfm 

(Version 1.2.2)

	These are the output formats from Reload. The course specification wizard will produce content to these standards. The course material which is produced by the wizard will be able to plug directly into the ELF.



	Java


	Java: http://java.sun.com/ (Version 1.4.2)


	The main modules of the wizard will be coded in Java allowing for possible extension and expansion of functionality at a later date. This makes the WCKER cross platform capable and maximises the possibility of future development within the open source community.



	Good practice XML


	XML: http://www.w3.org/XML/ (Version 1.0)
	This will allow developers to create a range of wizards using the WCKER using an well known mark-up language.




9. Technical Development

Version control

The project will use Subversion to allow the team to work efficiently on shared files. This is vital, as the team will need to track updates to the code.

Peer review

Fortnightly production meetings will allow team members to plan rationally, ensuring that each member knows their role and responsibilities.

Bug tracking

Using a combination of version control and the project Wiki, the team will track and fix coding bugs.

Project WIKI

This will be live and will act as a dissemination point for the project in progress. The team will use the Wiki to specify the project, discuss ideas, problem solve and track / fix bugs.

Commented code

All code will be properly commented to aid further development at a later date.

Building on Reload’s working practices

The project will build on the systems of working established by the Reload team.

10. Intellectual Property Rights
This does not apply to this project, as there is no IP owned by third parties.

Project Resources

11. Project Partners

This project has no partners in the sense that requires a consortium agreement, however we will create a memorandum of understanding with the pilot partners.
The University of York

In the pilot with the Public Policy and Management team at the University of York, TALL will work closely with the Programme Manager, Ellen Roberts, and the eLearning Manger, Jane Rostron, as they extend their programme, looking especially at developing new modules for a Chinese audience.
The Department for Continuing Education, University of Oxford

In the pilot of the OUDCE short course model, TALL will work with course directors and academics from the Department for Continuing Education.

Suffolk College
In the pilot with Suffolk College, TALL will work with Dr Peter Farrell, Associate Principal and Director of the Institute of Technology, and his team to develop appropriate implementations.
JISC Pedagogy Consultant

TALL is already involved in dialogue with the JISC eLearning and Pedagogy
 strand and look forward to working with the JISC pedagogy consultant to develop the pedagogic evaluation for this project.

12. Project Management

The project will be managed by Marion Manton who has extensive experience of both running and developing eLearning research and development projects. She will liaise with Dr Sarah Davies to ensure that the project runs smoothly alongside TALL’s other commitments. Marion will oversee the day-to-day apportioning of the work across the range of skills in the team, bringing in consultants and partners at appropriate points. The project will be monitored by TALL’s director, Sean Faughnan, at monthly management meetings.

Core project team:

Project Manager/Learning Technologist:

Marion Manton

Managing the project.  Ensuring that the technical development is aligned with effective e-learning. Involved with pilot implementation, evaluation and specification. Around 50% of time spent on project management.
Marion.manton@conted.ox.ac.uk 
WCKER Technical Manager / Developer: 

David White

Runs the day-to-day details of the project from a technical perspective. 

Main contact for JISC.

Around 60% of time spend on project management.

david.white@conted.ox.ac.uk 
XML expert with Java skills:

David Balch

Codes the XML elements of the project, tying them in to the Java modules. Also ensures conformance to standards.

david.balch@conted.ox.ac.uk 
Software programmer:

Tjitske Kamphuis

Specifies and adjusts Java and XML code. Links code to interface design.

tjitske.kamphauis@conted.ox.ac.uk
Systems Administrator:
Mike Taylor
Supports technical infrastructure
mike.taylor@conted.ox.ac.uk 
Consultants / Freelance:

RELOAD Consultant:

Phil Beavoir / Bill Olivier

Advise on structure of the project. Help to meld the project with the existing RELOAD package.

p.beauvoir@bolton.ac.uk

b.olivier@bolton.ac.uk

13. Programme Support

No
14. Budget

	
	JISC Contribution Requested
	Institution Contribution
	Total

	1. Development
	
	
	

	Staff (list all staff with FTEs and salary scale range)
	
	
	

	Software Developer (T. Kamphuis) 51 days @ £147 a day
	£7,500 is 0.22 of £32,971 (salary scale range £23,531-£43,927)
	
	£7,497

	XML Developer with Java (D. Balch) 51 days @ £147 a day
	£7,500 is 0.22 of £32,971 (salary scale range £23,531-£43,927)
	
	£7,497

	Technical Manager/Editor (D. White) 
25 days @ £193 a day
	£5,000 is 0.12 of £41,827 (salary scale range £32,971-£52,409)
	
	£4825

	IT Support (M. Taylor) 
6 days @ £160 a day
	£960 is 0.02 of £35,452 (salary scale range £23,531-£43,927)
	
	£960

	Java Developer (contractor)
	£9,040
	
	£9,040

	Beta Code Development Total
	£29,819
	
	£29,819

	2. Pilot Implementation
	
	
	

	Staff (list all staff with FTEs and salary scale range)
	
	
	

	Administrative Support (T. Box) 
6 days @ £100 a day
	£600 is 0.03 of £22,347 (salary scale range £19,313-25,884)
	
	£600

	Technical Manager/Editor (D. White) 
13 days @ £193 a day
	£5,000 is 0.12 of £41,827 (salary scale range £32,971-£52,409)
	
	£2509

	Software Developer (T. Kamphuis) 13 days @ £147 a day
	£1,470 is 0.04 of £32,971 (salary scale range £23,531-£43,927)
	
	£1,911

	XML Developer with Java (D. Balch) 19 days @ £147 a day
	£2,205 is 0.07 of £32,971 (salary scale range £23,531-£43,927)
	
	£2,793

	Learning Technologist (M. Manton) 15 days @ £200 a day
	£3,000 is 0.05 of £43,927 (salary scale range £32,971-£52,409)
	
	£3,000

	Java Developer (contractor)
	£1,680
	
	£1,680

	
	
	
	

	Travel & Subsistence
	
	
	

	Travel, accommodation and subsistence for site visits for University of York pilot
(2 staff, 2 days, 2 visits
2 staff, 1 day, 1 visit)
	£1,460 
(2 visits @ £310 and 1 visit@)£110 per person)
	
	£1,460

	Travel, accommodation and subsistence for site visits for Suffolk College pilot
(2 staff, 1 day, 3 visits
2 staff, 2 days, 2 visits)
	£1,060
(3 visits @ £70 and 2 visits @ £160 per person)
	
	£1,060

	Pilots Implementations Total
	£15,000
	
	£15,000

	
	
	
	

	3. User Trials (and pedagogical evaluation)
	
	
	

	Staff (list all staff with FTEs and salary scale range)
	
	
	

	Learning Technologist (M. Manton) 30 days @ £200 a day
	£5,000 is 0.1 of £43,927 (salary scale range £32,971-£52,409)
	
	£6,000

	User costs
	
	
	

	Pilot Payments
	£3000
	
	£3000

	User trials total
	£9,000
	
	£9,000

	
	
	
	

	4. Dissemination (please specify)
	
	
	

	Travel and subsistence to related eLearning events e.g. to promote the project.
	£1000
	
	£1000

	Hosting project website for three years after the end of the project and liaising with JISC to archive website
	
	£150
	

	10 days of staff time and associated overheads for post-project activities
	
	£2,531
	

	Dissemination Total 
	£1000
	£2681
	£3681

	
	
	
	

	5. Peer-Review 
	£2,000
	
	£2,000

	6. Travel to JISC events
	£1,500
	
	£1,500

	
	
	
	

	7. Other (please specify)
	
	
	

	Pro-rata overheads for provision and maintenance of office space, facilities, services and computer equipment for project staff and the Java consultant
	
	£13,067
	

	Administrative and financial management for project activities
	
	£1,088
	

	Consumables, telephone calls, postage, stationery, paper and printing costs for project activities
	
	£300
	

	Other total
	
	£14,455
	£14,455

	
	
	
	

	Total
	£58,319
	£17,136
	£75,455

	Total requested from JISC
	£58,319
	
	


Detailed Project Planning

15. Workpackages

See attached document
16. Evaluation Plan

Evaluation will be undertaken as required by JISC but also as indicated elsewhere in this documentation.
17. Quality Plan

See attached document.
18. Dissemination Plan

	Timing
	Dissemination Activity
	Audience
	Purpose
	Key Message

	Throughout project
	Project Wiki
	Global
	Share all information about WCKER
	Detailed information on the project.

	Throughout project
	JISC events
	UK HE and FE
	Contact with potential users and advance current and future development
	WCKER’s place in wider ELF and JISC initiatives

	Throughout project
	CETIS/RELOAD publicity
	UK HE and FE, especially eLearning practitioners
	Contact with potential users and advance current and future development
	WCKER’s use as a tool to support RELOAD

	Throughout project
	Workshops project partners
	Specific eLearning practitioners and course authors
	Help to use WCKER
	How to use WCKER

	Throughout project
	Workshops more generally such as ALT
	Global Learning technologists
	Contact with potential users and advance current and future development
	WCKER’s use a widely available tool to support eLearning development

	Throughout project
	Learning design events such as UNFOLD
	Global eLearning practitioners
	Promote WCKER as a potential tool to aid uptake of IMS Learning design and identify future directions
	WCKER’s potential use for IMS Learning Design


19. Exit and Sustainability Plans
	Project Outputs
	Action for Take-up & Embedding
	Action for Exit

	Wiki
	Used throughout as central project management tool for the project
	Hosted by TALL for 3 years

	WCKER software
	Available with RELOAD
	Available with RELOAD

	WCKER Wizards for RELOAD
	Built into TALL (and hopefully pilots) standard course development procedures
	Available with RELOAD or through the WIKI

	Use by TALL and partners
	Built into TALL (and hopefully pilots) standard course development procedures
	All required supporting documentation available through WIKI


	Project Outputs
	Why Sustainable
	Scenarios for Taking Forward
	Issues to Address

	Wiki
	Hosted by TALL for 3 years
	Wiki will be used for any future phases of the WCKER project.
	

	WCKER software
	Available with popular RELOAD tool
	Make WCKER available through RELOAD site
	Level of readiness for wider audience

	WCKER Wizards for RELOAD
	Used by TALL and pilots in standard course development process
	Share specific wizards with wider audiences
	IPR 


� 	MA in Public Policy and Management: � HYPERLINK "http://www.york.ac.uk/depts/spsw/gsp/mappm.html" ��http://www.york.ac.uk/depts/spsw/gsp/mappm.html�


� 	The detailed format of the evaluation would be planned in consultation with the JISC pedagogical consultant


� 	The Learning Activity Management System (LAMS): � HYPERLINK "http://www.lamsinternational.com/" ��http://www.lamsinternational.com/�


� 	JISC E-Learning and Pedagogy strand: � HYPERLINK "http://www.jisc.ac.uk/elearning_pedagogy.html" ��http://www.jisc.ac.uk/elearning_pedagogy.html�
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