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	Project Information
	USG: Student Analytics, Insights and Modelling, SSP
SAC112, BI Suite/EUCLID Reporting Discovery
PM Ailsa Glass (IS Project Services)
	

	Project Description
	Problem: BI Suite currently supports data flows and significant student life cycle processes university-wide. However, BI Suite is being deprecated in 2028. With different data flow processes depending on the data source (some using materialized EUGEX views) leading to performance lags, this initial analysis is to identify alternate data architecture and reporting solutions with better capabilities and performance n. Additionally, BI Suite impacts various student life cycle processes that should be identified and mapped to better estimate a future project that validates current processes, identifies best practices and reporting needs, and recommends a replacement solution based on user analysis.
· [bookmark: _Hlk193446539]The scope is to review how BI Suite is used to report on student and programme data held in EUCLID across the university. Using the current categories of reporting below, it will articulate the user functions and issues. It will deliver a roadmap for each reporting category with options for future states should BI be deprecated as per IS plan in 2028, considering the current reporting framework.	Comment by Akshi Kakar: Alternatively, we should limit the scope of this work to discover and explore what the different business areas for reporting are. What the different functionality are in BIS that we need to replace? What is the data journey (how is the data flowing across the different environments and does that support the different needs) and how it impacts performance? Also understanding what the existing reporting and analytics solutions are capable of and their gaps are. 

What alternative for BIS are we considering to understand possible solutions?

MUST CLARIFY - This will need to be followed up with ensuring that the identified alternative to BIS will meet the needs of the users. 

There is no in-built reporting capacity within EUCLID. Some EUCLID evision reports can be delivered, but it would place additional stress on the Student Records Systems. Instead, BI reports are run from BI universes, which are used like a data warehouse for student and programme data, with transformation and business logic. 

Current state of student and programme data reporting to be reviewed/validated (note those categories do overlap when it comes to tools and issues):
	Reporting category
	Description
	Current tools
	Pains

	Strategic reporting e.g. Extensions and Special Circumstances ESC, Heads of School Dashboard, NSS results and benchmarking, Annual Monitoring dashboards. 
Student trends and strategic analysis
	Backwards looking aggregated data from static data / snapshots.  Updated at regular intervals e.g. annually, monthly, daily. 	Comment by Jamie Morton: Most strategic reporting on admissions uses real-time data from SITS rather than historic snapshots, impacting feasibility of PowerBI- and/or EDW-based solutions	Comment by Franck Bergeret: @Jamie Morton  do those admissions strategic reports query directly the SITS database?
	Analytics in Power BI with BI Suite reports or APIs feeding row level data into data models.
BI universe snapshots taken for GaSP
	Some manual/semi- automated manual monthly steps

Admissions also uses real-time data from SITS rather than historic snapshots impacting feasibility of PowerBi

	Tactical reporting / leading indicators e.g. intake planning, previously used for student location tracker dashboard, Marking Assessment Boycott
	Real time / live aggregated data or updated frequently (up to hourly) or when users refresh 
	Power BI with feeds from MS Forms / SharePoint or BI Suite reports
OR BI Suite reports 
	Manual steps?

	Operational reporting e.g. Exam Board reports, ESC outcomes, Immigration and Compliance reports **
	Real time often individualised student data reports that provide data for specific processes / tasks.
Real time access is critical for the operation of our services and other business critical processes in the wider university.  Removing this would prevent key processes like exam boards from running effectively

	BI connected either directly to SITS or to EUGEX
BI Suite- Dependency on EUGEX refresh job.
Data Transformations done at different levels
	Not real time data due to poor EUGEX refresh job performance (2 to 4 hrs to run)- Programme risk https://secure.projects.ed.ac.uk/unpublished/programme/sac/risks/92

	BI used for feeds (tbc), e.g. for the graduation database, Learn, prospectus
	BI used for file integration 
	
	All data being passed rather than just what has changed. 
Solution to use API (SAC106) will be change based solution.

	Enterprise Data Warehouse 
Admissions Reporting used by GaSP & Colleges for Student trends and strategic analysis
	In progress project work to move Admissions data to Enterprise Data Warehouse (EDW) done under Project SBI001
	Will Remove the need to take daily and monthly snapshots (AdmisMI, DirectMI)

	But there are still gaps: some Admissions universe data not being brought forward into EDW project scope.

Cannot analysed applicant to student attrition data, as student data is missing.

	Locally developed BI reports
	
	BI , 
PowerBi , QlickSense for analytics
others?
	Not centrally supported by SAIM team, maintenance and support


This project will work with university BI stakeholders for student and programme data, and through workshops, will validate the above user functionalities and reporting categories. Then liaising with BI and technical staff it will articulate the options to address the issues, user functionalities and replace its dependency to BI. 

**Sample of operational reporting undertaken using BI Suite by Student Systems and GaSP:
· Producing degree certificates – including crests, signatures etc
· Student transcripts
· Exam board data and Special Circumstances outcome (real time)
· Producing class lists
· Reporting to support student immigration and compliance work
· Reporting to support the delivery of student scholarships
· Contact lists for Communications and Marketing
· Data to answer Freedom of Information requests
· Student Support 
· Business critical work including reporting data to the Scottish Funding Council and monitoring admissions, student trends and strategic analysis.
BI universes for student and programme data:
[image: ]
 Ref https://www.wiki.ed.ac.uk/display/SS/Euclid+data+flow+and+downstream+systems

Out of scope:
- This project will not provide a detailed BI usage analysis. It will review a sample of BI reports representing the BI functionalities used across the university to understand the gaps/pains and how BI could be replaced.
- This project is not about implementing the future solution.

	Please provide a high level overview of what this project is going to achieve and the reason(s) why it is being undertaken now.

	Project Sponsor
	Alex Carter, IS Head Service Management 
	Insert the name of the Project Sponsor

	Business Lead
	n/a
	Insert the name of the Business Lead

	Technology Lead (if known at this stage)
	n/a
	Insert the name of the Technology Lead (if known at this stage)

	Senior User (if known at this stage)
	Marianne Brown, Head of Academic Planning, Registry Services
	Insert the name of the Senior User (if known at this stage)
Link to information on the Senior User role

	Senior Supplier (if known at this stage)
	John Allison, IS Apps Dev Serv lead as SSP senior supplier
	Insert the name of the Senior Supplier (if known at this stage)
Link to information on the Senior Supplier role

	Other key stakeholders
	· Lizzie Beattie, Head of Student Records Operations
· Jamie Morton and Summer Wight, Reporting team in Student Systems SAIM
· Jim Galbraith, GaSP Kevin Harkin Senior Business Intelligence Analyst GaSP, Lynda Hutchinson, Head of BI GaSP
· Rob Manley, Wilbert Kraan IS Apps EA BI
· Colleges BI users Liam Campbell, Steve Scott CSE, Andrew Thomson CAHSS, CMVM ?tbc
· Andrew McFarlane, BI IS Apps Service manager

· Defeng Ma SSP team lead, Martin Jones API lead/IS Apps EA
· Akshi Kakar Head of SSP BA, Chris Giles SSP BA


	Insert the names of any other key stakeholders known at this stage

	In Year or Plan
	Plan
	

	Project Template
	What type of project template is required- analysis template

	

	Is a Service Management equivalent project required?
	· Yes
· No
	

	Project Proposal Form
	n/a For planned projects, insert link to Annual Planning Proposal Form
	For projects that have come through the annual planning process, this proposal form will already exist and just needs to be checked/updated and linked here

	Proposed Overall Priority
	Normal
	All projects start with NORMAL Overall Priority.
A separate Project Change record will be required to increase Overall Priority - this can be submitted at the same time as Project Start, or at any other point.

	
	Approvals
	

	Can the Programme Manager commit to doing the project within the approved Programme Budget
	· Yes
· No
	Are there sufficient days available with the Programme Budget for the current year to accommodate the Applications staff effort required in the current year for this project?
If not the Programme Manager must state what actions will be taken to free up the required Applications staff effort.  Both In-Year and Planned projects

	Approval to start from Head of Apps
	Approval to start from Head of Apps (for In-Year projects only)
n/a
	

	Approval to start from Head of PMO
	n/a Approval to start from Head of PMO (for In-Year projects only)
Yes
	

	Approval to start from Business Partner(s) 
	Lisa Dawson, Academic Registrar
	Record names, roles and dates of approval - Both In-Year and Planned project
If the Business has not confirmed that they are ready to start the project then the project should not be starting

	 
	Funding 
	

	Budget
	Project Funding Source
ISG funded (50 days were incorporated into SSP Core budget at start of 2024/25)
Budget
Budget set at 50 days to fund the project resources across IS and Student Systems
	

	Standard Recharging? 
Mandatory for sponsor funded projects
	· n/a SSP core funded
· Yes
· No
	· 

	Reason for non-standard recharging?
Mandatory for sponsor funded projects
	· n/a
· Contractor Actual
· Includes Capital costs
· Includes Core-funded work
· Other
	· 

	P&M Recharging codes Mandatory for sponsor funded projects
	 n/a
	

	Recharging contact Mandatory for sponsor funded projects
	 n/a
	

	Are all recharging arrangements clearly understood by Sponsor, Project Manager and Programme Manager? Mandatory for sponsor funded projects
	· Yes
· No
 
	

	Business Partner Staff Resource Estimate (Days)
	Small from SAIM reporting team, SSP BA
	A scale estimate may be used where: Small = 50, Medium = 120, Large = 250 and Extra Large = 500 however please provide a more detailed estimate if this is available.

	Other Costs Estimate
	n/a
	This is an estimate of any other financial costs associated with delivering the project e.g. staff and student effort from outside of Applications Directorate (costed at the applicable Day Rate) and any other external costs for hardware, software or services. Please state the organisational unit(s) covering these costs.

	 
	Resourcing
	

	If Applications Service Management effort is required, state the name of the Service to be associated with this project
	n/a
	Normally this is obvious but in case of doubt confirm with Applications Service Management.  The Category and subcategory in ASTA and the Service Catalogue should also be provided.

	Level of Enterprise Architecture Engagement anticipated
	Medium level of engagement: use existing architecture components or build new components against standard designs
· Passing data to other systems via existing interfaces
· Taking data from other systems via existing interfaces
· Standard authentication / authorisation
· Minor changes to existing interfaces
· Using existing data models for a specific business area

	Link to information on the Level of EA Engagement for Projects

	Estimated Complexity
	· Technical Complexity
· Business Complexity
· Not Complex
	

	Estimate Confidence
	· Highly Confident (Done This Before)
· Reasonably Confident (Similar To Previous Work)- 
· Not Very Confident (A Lot Of Uncertainty)
· No Confidence
	

	
	About the project
	

	Alignment to Strategy 2030
	Please confirm which area of the Strategy your project is aligned to
· People
· Research
· Teach and Learn
· Social and Civic Responsibility
	

	Is the project student facing?
	· Project deliverables will be used by students (add comments below)
· Project deliverables will be used by staff on behalf of students (add comments below)
· Project deliverables will have no impact on students

	Tick appropriate box
Add comment re plans for student engagement if the project deliverables impact on them 

	Project Drivers & Business Benefits
	Project drivers:
IS plans to decommission BI reporting in 2028, therefore we need to articulate how BI is being used and how it can be replaced, and have a clear roadmap.


The benefits of this discovery: it will inform the roadmap, risks, resources, tools, plans needed to deliver each of the reporting category/user functionality, for review with the Information Technology Committee ITC group and get funding support.
	Why is the project needed? What problems are being solved?
What are the business benefits?
For each benefit please indicate the owner, current baseline and approximate time scales for realisation

	Brief Summary of Work Required
	1-Understand the business requirements: user functions
2-Understand some of the pain points of the current BI framework
For ex, the operational reports used for Boards of Examiners:
a) Transformation done at 5 levels (EUGEX, universe, query SQL customisation, BI report variables, BI report cell formulae): inefficient and highly complex to enhance/trace issues; changes at one level risk unforeseen impacts at other levels 
b) Multiple versions of the same report exist to support different board processes across Schools – risk of equivalent report queries becoming out of step. This is exacerbated during Programme Boards when schools need to wait for outcomes from courses outside their school.  
c) Reports combine multiple queries, merging datasets on common keys 
d) Customized SQL queries improve EUGEX performance issues but refresh times remain long (4mins + depending on parameters); SQL customisations are hidden, and so at risk of being overwritten and of becoming out of step across different queries within the same report or across different versions of same report, and mask EUGEX design issues 
e) When data changes in SITS, dependency on EUGEX refresh (best 2hrs, current 4 hrs duration) for services to see the changes
f) A report refresh triggers all the query, variable and formula data recalculation rather than focusing on data that has changed 
g) Multiple tabs with different focus and complex formatting increase report configuration complexity, risk of error when updating, and challenges of replicating in PowerBI 
h) Large reports with many columns, difficult to covert to PDF files

3-Articulate the tool options to replace BI for each of the categories
4-Understand the operating support model required

	Provide a high level description of the work required to deliver the project

	Deliverables
		Ref
	Objectives
	Deliverables 
	Priorities

	O1
	For the current reporting categories, establish how BI reportings are currently delivered and how they would be delivered in future, focusing on issues and user functionalities 
	Through workshops 
1. validate the reporting issues and functions, incl data transformations, format, scheduling, usability (user prompts)
2. assess the options and limitations of EDW, PowerBI to provide real time data
3. Understand dependencies between reports’ issues and functions to inform single solution as an option
	Must

	O2
	Review the current framework of the EDW 
	1.Review current work done by EA/BI and GaSP on Admissions data. How this could apply to other BI category and the student universes
2.Understand resource capacity to develop EDW further to include students' data

	Must

	O3
	Review the operating model for supporting student data reporting 
	1.Understand the scale: (high level) number of users & business areas, number of reports, support model required for users
2.Understand the access control to student data for security and data protection reasons
	Should

	O4
	Articulate a roadmap to replace student and programme data BI 
	A document detailing the options for each category, incl high level estimates to inform resources and funding required

	Must



	What will the project deliver?

	Delivery to BAU
	n/a
	Please state how the services delivered by the project will be maintained after the project is complete

	High level risks
		Risk Description
	Impact Score (1-5)
	Probability Score (1-5)

	Score (Impact x Probability)
	Management Approach
	Mitigation
	Contingency
	Owner

	Key subject matter experts cannot make time available for the project at the right times
	4
	2
	8
	Reduce
	Key stakeholders informed from GaSP and SAIM
	Reduce scope or extend project timeline
	Stefan Kaempf

	Reporting business issues are not fully raised- Paint points missed and not reflected into option solutions
	4
	3
	12
	Reduce
	Create the right environment for people to engage through workshops, and 
	follow up with 1:1 engagement if required
	Ailsa Glass

	Business team members are not aligned to project goals
	3
	3
	9
	Reduce
	Clear communication on the value of the project 
	support from manager to get teams on board
	Stefan Kaempf

	Scope is not met, the comprehensive review of the BI use for the Student Records is not completed
	4
	3
	12
	Reduce
	Review Objectives and deliverables at brief stage. Monitor progress weekly
	flag if this risk looks likely to become an issue. Prioritise tasks at outset
	Ailsa Glass

	
	
	
	
	
	
	
	



	Are there any high-level risks that you are aware of at this stage that could impact the delivery of the project? If yes, please give a brief description
Risk is the uncertainty that comes from making any change. A risk may or may not happen but if it occurs it will have a material impact on the success of the project.  Effective risk management requires identification of the risk, an assessment of the probability and impact, contingency planning and  identification of mitigation action.
Identify the most important risks for this project and any management actions required to reduce the negative impact or the probability of the risk occurring. 
Impact Score: 1 = Insignificant, 2 = Minor, 3 = Moderate , 4 = Major and 5 = Catastrophe
Probability Score: 1 = Almost Certain Not To Happen, 2 = Unlikely, 3 = Possible, 4 = Likely and 5 = Almost Certain
Management Approach is either:
· Monitor/Retain - accept the risk but continue to monitor
· Reduce - take action to reduce the impact or probability
· Remove - eliminate the risk entirely
· Transfer - move the risk to a third party
For the selected approach identify the most important actions that will be taken to manage the risk.
Mitigation actions: Actions taken to reduce the impact or probability of the risk occurring
Contingency actions: Actions that will be taken if the risk occurs

	Project Start Date
(Major Milestone - Start Date)
	7 April 25
	Note that this is a mandatory project milestone i.e. it must be included in the Milestones Log and managed as an end of Stage Milestone. 

	Target Date for Approval of Project Brief (Major Milestone - End of Planning)
	1 May 25
	Note that this is a mandatory project milestone i.e. it must be included in the Milestones Log and managed as an end of Stage Milestone. 

	Target Date for Delivery of Project Outcomes
 (Major Milestone - Delivery Date)
	16 July 25
	Note that this is an mandatory project milestone i.e. it must be included in the Milestones Log and managed as an end of Stage Milestone.  Please state all that dates where there are multiple deliveries from the project. 
Please note that the Delivery of Project Outcomes should be the delivery, deployment and/or go live. The deployment sign off review or delivery sign off review are different milestones that can happen weeks after the delivery.

	Target Date for Project Closure 
(Major Milestone - Closure Date)
	31 July 25
	Note that this is an mandatory project milestone i.e. it must be included in the Milestones Log and managed as an end of Stage Milestone.

	Is there a Hard Milestone Date For Delivery of Project Outcomes?
	· Yes (add reasons below): 
· No

	If yes this means that the delivery milestone cannot slip without serious business consequences.
If yes then state the reasons for this.
The risk of missing a hard milestone (where one exists) should always be included in the Project Risk Log.

	Other Key Milestone Dates (if known)
	n/a

	If no other milestones are known at this date state "None"

	Apps Review Status
	
	

	Apps Review Comments
	
	

	PMO Actions
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