	
	
	



Closure Report- Extensions and Special Circumstances (ESC) continuous improvements (March 2023)

[bookmark: _GoBack]Project summary
Following the closure of the ESC project in May 2021, see closure report, a project lessons learned sessions was held with project team and project board. A student survey (110 responses) and individual student feedback interviews was also conducted​​. This resulted in further enhancements to ESC approved for completion over 21/22.
Scope
Project scope was to support the service post go live, continue improvements to ESC processes and systems as prioritised by users, carry out a review with stakeholders, and handover.
	Objectives
	Achieved?

	New Extra Time Adjustment (ETA) tool
	Y

	New students' notifications 
	Y

	BI (Business Intelligence) reporting for Resits
	Y

	Support BI reports during peak period summer 2021
	Y

	Prioritise and fix bugs reported post go live 
	Y

	Post go live Review survey
	Y

	Handover support to student systems Operations to be first point of contact for technical issue
	Y



Not in scope
n/a

Outcome
Benefits- Executive summary
1. The Extra Time Adjustment (ETA) tool was launched on Sep 2021 to allow students to apply their extra time learning adjustments to their coursework assessments. The ETA tool replaces the previous process of students submitting a web form to the ESC Team for approval (with a 2-day turnaround). Benefits of the new system: 
a. a better user experience for students, allowing them to receive immediate confirmation of their new due date(s), 
b. time savings for the ESC team and the Student Disability Service, as well as more efficient reporting for Schools. Development of the tool and accompanying guidance was carried out in conjunction with the Student Disability Service, students (for usability testing) and EUSA (Edinburgh University Students Association) (via the Disabled Students’ Officer).
2. The new students' notifications, launched in Jan 2022, brings a real improvement in the user experience of students who apply for support via the ESC and Learning Adjustments systems. It allows them to better track the progress of their application and receive useful advice on next steps, without compromising any personal data.
3. Support of the service during peak period: the initial resourcing of the team was based on business plan predictions of 3,860 CEs and 6,180 SCs (Special Circumstances) per year. The number of applications far surpassed that, and the team had to expand to deal with increased volume. The initial plan also predicted peak periods of 4 weeks per year whereas in reality there was an ongoing peak period from week 4 of semester 1 until June. Resource continues to be reviewed. The team has expanded considerably with fixed term and temporary agency staff to deal with the volumes. This requires continual training impacting the core team.
4. All but one of the University’s Schools and Deaneries responded to the ESC Review surveys. This high level of School engagement means that the consultation was far-reaching, comprehensive and feedback will reflect the full range of key stakeholders across the business. Results from the ESC Review are still being analysed and specific follow-up sessions will be organised for April/May. It is expected that recommendations will be presented to the oversight group in May/June of 2022. 
5. The current Taught Assessment Regulations are driving our volume. A successful presentation was given to the Academic Progression and Regulations Committee, a full consultation will take place across 22/23 for policy changes related to coursework extensions and special circumstances launching in 23/24. Short term options to impact 22/23 to reduce workload on ESC are minimal as most require system development.
6. Continuous improvements and bug fixes have been delivered incrementally over 13 releases
Evidence benefit realisation
Student feedback

The student survey (from May 2021) resulted in a great deal of incredibly useful feedback – below are a few examples. An evident pattern of requests from students were the basis for the improvements made and allowed the project team to act with the confidence, knowing that these developments would bring clear benefits. 
Student notifications (suggested as a useful enhancement by 30% of all respondents):
· “If it was possible to get an email notification system for when coursework extension deadlines were approved that would be a great feature”
· “It would be helpful to get a notification each time the application was processed for the next step, and also know when the final outcome would be decided”
· “It would be great if an email was sent to the student after the decision on special circumstances was made”
· “It would be great if in the future, the assessment tool can generate auto emails once your application is approved.”
· “It would be useful to receive an email receipt once a request has been made, along with a follow up email with the decision that has been made on that application, rather than having to check back on the page every day or sometimes multiple times per day.”
Extra Time Adjustment (ETA) tool:
· “Extensions etc should be easier for people with Schedules of Adjustments to access, not harder.”
· “It would be useful to have an additional option for students like myself who have a Schedule of Adjustments from the Student Disability Service, as giving details of our experiences can be stressful in itself.”
Since the new improvements (Extra Time Adjustment tool and student notifications) have only been implemented within the current academic year, we have yet to measure the realised benefits of these developments. A student survey is expected to be sent out towards the end of Semester 2 that will inform us of benefits.

Staff feedback
Initial ESC Review responses show that the new Resit BI report (including special circumstances) is deemed useful by those Schools who use it. The review highlights some ways in which it could be improved, and these will be considered as part of the wider recommendations.
Service owner feedback: 
“The improvements delivered since launch have had a positive impact on ESC’s processes- saving us time that could be spent processing applications and engaging with schools and students to provide information on the application process.”

Deliverables 
1. Extra Time Adjustment (ETA) tool
2. Student notifications
As well as numerous bugs fixes and continuous improvements were delivered incrementally over 13 releases:
3. Enable PGT (Postgraduate Taught) students to apply for extensions for dissertations that overlap to the next academic year 
4. Notes functionality allowing staff to add, amend and delete notes and students to view any notes attached to their applications 
5. Ambiguous time issue with clock change
6. Only display last year's dissertations for a limited time
7. Format updates
8. Ability to search for cases based on situation type
9. Allow new, un-matriculated students to use ESC
10. Extension breakdown not appearing at question level on student self-service
11. Assessment display in self-service enhanced
12. Error when searching in month of October
13. Reassessment SC (Special Circumstances) outcomes not displaying
14. Outcomes message for null sits
15. PT (Personal Tutors) access to graduating tutees in ESC system
16. Student access to ESC system post-award
17. Add escalations column to 'Related Cases' tab
18. Remove 100 case limit
19. Display course year
20. On browser restart, users not being redirected to EASE login
21. Fix for excessive scrolling on 'Courses & Assessments' tab
22. Allow assessment deletion in support selection screen
23. Update situation types
24. Self Service assessment screen updates
25. GDPR (General Data Protection Regulation) compliance
26. Additional guidance text added
Resource usage 
No budget was set initially for this continuous improvement and post live support of the service. Work was prioritised with user group and approved by board.
Resources used from May 2021 till Feb 2022:
· SSP Developers 190 days
· SSP BA, Tester, Implementation, ESC review 453 days
· IS Apps 7 days (Production 5d, Dev Tech 2d)
· SSP Programme manager 3 days
Key Learning Points

What went well
The Extra Time Adjustment (ETA) tool:
This online tool was built using a user-centred approach, including thorough usability testing with students and EUSA’s officer for disabled students. An initial prototype was created and used as the visual aid for the usability testing sessions. Based upon the feedback received, the team iterated on the design and user testing until a product was created that met the student’s essential needs. At this point the lead business analyst and lead developer jointly prepared user stories, ensuring they accurately reflected both the user and technical requirements. This user-centred and collaborative approach saved time, resources and meant we delivered a product that was fit for purpose.
Close contact with the Student Disability Service for user-acceptance testing was also essential.

Considering the limited time that we had to design, create and implement this new tool, we achieved a massive amount over the course of 2 months. The way the team collaborated on this task was excellent, and brought key stakeholders (student disability service, EUSA, students) into the design and decision-making process. It should be considered a great example of how to approach similar digital transformation projects in the future.

Student Notifications:
We applied a similar user-centred approach for student notifications. The notification format was initially usability tested with students using lo-fi prototypes as visual aids. These prototypes consisted of mocked-up emails, presented to students as part of a simulated scenario. They gave us sufficient content to gain useful insights into the most appropriate way to approach the design, and we again went through several iterations of designing and testing. User stories were co-written between the lead business analyst and lead developer. After the development of the notifications, a phase of thorough testing was carried out by the project’s test analyst.

To summarise, the key learning points from these two examples are:
- adopt a user-centred approach to design and requirements gathering
- conduct usability testing, use prototypes and scenarios, and keep iterating until the user can complete the scenario successfully
- encourage close collaboration between different members of the project team, particularly the business analysts and developers
- include developers in the analysis phase and keep communicating the results of usability testing with them on an ongoing basis
- co-write user stories to reflect both the user/business and technical requirements
- engage with all key business stakeholders early and often
- engage with a wide range of students, as well as EUSA reps, to fully understand their perspective(s)

What did not go so well
1. Handover to IS Apps Management. While recognising that the systems changes were shown to IS Apps Management, not knowing the business processes and a lack of familiarity with some of the technology (e.g., VueJS) will limit what IS can support. The timing of the handover sessions before the end of the original project (i.e., long before actual handover) was also not ideal. This creates a dependency on the project team to support the technical changes over time (like APT (Assessment and Progression Tools) service), creating a single point of failure. This has been acknowledged by the programme risk. 
2. There was a misunderstanding around the ETA tool functionality for extra time adjustments on assessments that are marked as not allowing extensions. The ETA tool does not allow students with adjustments to apply them to these assessments. This was seen as a major issue by a small number of Schools and was escalated. The project developed a workaround process and supported by MS form so that Schools were not impacted. This workaround cost approximately 11 days to develop and implement (excluding engagement with SDS and school colleagues). 
In practice there have only been around 5 applications using the workaround so although it was considered essential to develop the workaround, it came at a high cost. Further, SDS consider it inappropriate to exclude extensions on assessments without a compelling reason and are working with Schools to reduce this practice. 
Lessons learned from this:
· Due to external pressure and firmly established practices, the root causes of issues are not always addressed. This can result in overly complicated solutions/workarounds being developed. 
· In these circumstances, SSP should evidence the cost of work, the impact on the programme and the benefits (or lack of) delivered by the changes made and feedback to stakeholders when these are known.
Outstanding issues
There is ESC reporting outstanding related to management information of ESC data, not prioritised.
Signed off
	Name
	Role 
	Date

	Fergus Jack 
	Lead BA
	February 2022

	Edmund Farrow
	Lead Developer
	February 2022

	Faten Adam
	Service Owner
	February 2022

	Chris Giles
	Senior BA
	March 2022

	Defeng Ma 
	Senior Dev
	March 2022

	Franck Bergeret
	SSP programme manager
	March 2022

	Sarah McAllister
	Sponsor
	April 2022

	Brandi Headon 
	SSP programme owner
	April 2022





 
	
	
	



