Going agile
in student administration
projects

A new way of working with IT colleagues
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Overview

* 5 minutes to set the scene

* 10 minutes about the theory of agile

« 10 minutes of the reality of agile

« 10 minutes on lessons learned & next steps

10 minutes of discussion
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RMIT to scrap $47m software syste THFE AGE

February 28 2003 INDEPENDENT. ALWAYS.

By Misha Ketchell
Higher Education Reporter

Senior managers at RMIT University botched virtually every aspect of the implementation of a $47 million software system that collapsed last year, an Auditor-General's
report has found. The system will have to be scrapped.

The scathing report, ordered by Education Minister Lynne Kosky last year, found RMIT did not manage the project appropriately, had a poor implementation plan, little senior
management involvement, poor corporate governance and a lack of accurate documentation.

The malfunctioning system corrupted financial records and led to delays in issuing student cards and billing of international students.
Auditor-General Wayne Cameron also said that international student enrolments at RMIT dropped by between 6 and 18 per cent last year as a result of the debacle.
Mr Cameron warned that financial aftershocks might continue.

Mr Cameron revealed that Ms Kosky had last year ordered the university not to tender for a company to replace the system until the extent of the problems could be
established.

The university has since decided it is not cost-effective to try to patch up the system.
RMIT vice-chancellor Ruth Dunkin yesterday said that by September this year the university would choose a new supplier.

The three contenders are Peoplesoft, the provider of the existing system, Callista software, which was developed at Deakin University, and Technology One, from
Queensland.

Professor Dunkin said yesterday that she accepted that documents had been substandard but she rejected criticism that she had not played a large enough role in the
software implementation.

“The project reports that came through to me and then went on to the council showed that the project was on time, on budget and meeting its milestones," she said. “We all
thought that this project was actually going OK."

Professor Dunkin said certain staff had been held responsible for the system's failure, but she would not say how they had been held respensible or reveal who they were.

Opposition education spokesman Martin Dixon yesterday said the report was a damning assessment of the university's lack of planning, governance and senior
management.

"It is no wonder RMIT's finances are in bad shape, with $47.2 million spent so far on the project - 3.7 times the original budget. Every single stage of this project has been
mismanaged, leading to the dire situation RMIT is now in," he said.

He urged Ms Kosky to have the Auditor-General maintain a watching brief on the system.
Ms Kosky said she had told RMIT it would be given 12 months to get its finances in order.

"I expect to see some major changes to the way the institution organises its finances and also that it fixes all associated problems with the Academic Management System."
she said.

An RMIT spokeswoman disputed Mr Cameron's finding that international student numbers had dropped, saying they had risen by 8 per cent last year.




Seven years of lobbying, pleading,
grovelling, developing roadmaps,
writing business cases ...
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Student administration projects

e Admission

* Enrolment

* Graduation

« Student invoicing and debt management

* Program & course information management
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PHASE ONE International Onshore: optimise current state

VALUE DRIVER MEASURE

Reduce turnaround time from Increase conversion of offer
application to offer to acceptance

PHASE TWO Domestic (HDR, SCHOOL BASED, PG, UG, VE): target state

Increase offers via alternative Increase conversion of offer to
pathways. Reduce abandoned application to enrolment
applications

PHASE THREE International offshore
(Vietnam and partners): target state

Reduce turnaround time Increase conversion of
application to offer offer to acceptance

PHASE FOUR International Onshore:
target state

PHASE FIVE

Reduce turnaround Increase Decommission
time from conversion of legacy systems
application to offer offer to and project
acceptance close

Optimise Target state Project close
current




Student administration projects

e Admission

« Enrolment

« Graduation
« Student invoicing and debt management

* Program & course information management
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Enrolment in its broad sense encompasses registering, varying and maintaining the enrolment of a student including personal data, program
E n ro l m e- n t allocation and course selection, fee type, student timetabling, invoicing and payment of fees and other charges, compliance management (eg
eligibility for government-subsidised places), transfer of data between institutions, leave of absence and cancellation of enrolment.

ARG Vision for the future

By 2020, management of enrolment, records and fees at RMIT will have the following characteristics:

Streamlined program structures will provide clarity for students and simpler configuration.

All enrolment will be done online through any type of device.

Students will choose session Limes as they select their classes at enrolment.

Re-enrolment in fixed programs will be automated: students only need to confirm course choice and class times where relevant.

Credit transfer and exemptions will be automatically applied to enrolment once approved at admission.

Searchable student elective information will be contextualised to the student’s current program/location/academic calendar/delivery mode.

Fee discounts for early enrolment or re-enrolment can be configured.

Confirmation reparts for VET students will be generated automatically once criteria are met.

Pre-requisite checking will provide warnings to students and course cancellation if no action is taken.

Student applications for fee waivers will be assessed against pre-defined criteria or referred to the Academic Registrar.

Automated alerts will be sent 1o students with debt: enrolment will be cancelled if unacceptable debt not paid by final due date.

Automated messages will advise program manager when a student has cancelled enrolment.

There will be comprehensive electronic storage of all student records with different levels of access to different categories of information.
Students have a ‘what if” tool to calculate fees according to course choice,

Students will be able to pay fees online or arrange payment plans using direct debit.

There will be scheduled electronic exchange of information between selected institutions for exchanges and cross-institutional enrolments.
Students will be able to authorise automated reports of results/fees to employers, parents or sponsoring organisations.

Self-service scanning of citizenship documentation or concession eligibility documents with security controls will attach to electronic student file.
Students will apply online for enrolment variation with automated referral where authorisation required, and outcome advice.

Students will apply online for leave of absence with automated referral for programs that require approval.

Where student transfer to another RMIT program or where a program is changed, a transition plan will be generated and a new program enrolment will be generated, with credit applied.
There will be an interface with OUA enrolments to ensure consistent information between institutions.

Students will be able to register for study abroad or exchange online and data will be exchanged with partner institutions through secure file transfer.
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ARG 2020 ROADMARP: Actions required each year to achieve vision

+ Oracle bundles » Terms & sessions | [« SAMSin Vietnam » Automate credit & » Automated re- » Automated fee [« Study abroad

s Enrolment models = Rolling enrolments s EOL offshere exemptions enrolment payment plans (direct management

+ SIMConnect + VET processes (2) # Leave of absence/ * Spring & summer » Compliance tool debit) + Tranisition plans

« VET processes (1) s ATLAS/SATS into SAMS requisites with enrolments (citizenship etc) * Single view of a « Automation and

s |mproved involce + Searchable student workflow + Student timetabling at = Automated student workflow for

s+ Cancellation of electives = New program enrolment confirmation & other « Billing in multiple remaining items

debtors + Unigue student structures « Auto tuition compliance reports currencies « Automated external

| identifier (USI) ]\ calculation | data transfer

P RMIT
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Student administration projects

e Admission

« Enrolment

 Graduation

« Student invoicing and debt management

* Program & course information management
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7000 graduate in a single ceremony, managed on a
2001 Access database developed as a temporary

solution by a HEW 6 staff member ®RMIT

UNIVERSITY
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New invoice Cancellation
and real-time of enrolment
online of student
accounts debtors

Third-party
contracts




Student administration projects

« Admission
« Enrolment
 Graduation
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Current process

Gateway 1 outcome

= further analysis — Further analysis,
PVC to approve costings

(cannot go to Ac Brd)

PVC decides
(VCE notes)

—

Gateway 1 outcome

= further analysis — Further analysis,
—» VCE to approve [~ costings

(cannot go to Ac Brd)

Gateway 1 outcome Gateway 2A
> - Ends ' outcome = not ]
= not approved
approved

VCE considers;
VC decides

C makes Gatewa
1 decision

Gateway 1 outcome Go to Gateway 2A h B—

page 3

= approved outcome = approved

New process

From
page 1

decision — may require more

analysis/costings
VCE notes & may request
more info.)




And then we went
‘agile’




Basis of agile

* Incremental means faster delivery of software

» Faster delivery means the business can use it

quicker
* Prioritise, develop, review

* Ongoing collaboration between IT and business

owners
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Scaled
agile
framework

!Leadlng SAFe~

the LeanlAglle Software Enterprise
h the Scaled Agile Framework®
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SCALED AGILE ACADEMY
sl CERTIFIED

This is to certify that

Maddy McMaster

has successfully completed the requirements of the

Scaled Agile Frameworks=
Agilist (SA) Certification Program

effective Monday, June 09, 2014

valid through Tuesday, June 09, 2015

Certificate ID: 26538172-1308

W A Y

Dean Leffingwell l\} enrfer W. Fawcett, Vice President
Chief Methodologist Scaled Agile Academy

Scaled Agile Framework®

Scaled Agile Framework is a trademark of Leffingwell, LLC

= SCALED AGILE

FRAMEWORK

B/ fe AGILIST




We moved from waterfall ...

BEFORE AFTER
COMES: COMES:
Requirements, UAT
Requirements, Communicate
Requirements! Train
Manage
Then 150 page change
business case Justify the
spend







To agile ...

BEFORE
COMES:

Analysis,
backlog,
prioritisation

ON THE TRAIN:

Build
Integrate
Test
UAT
Showcase

AFTER
COMES:

Communicate
Train

Manage
change

Plan the next




... and the cult of agile

 New language
 Rituals and ceremonies
* More meetings

* More visibility, more control
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Key concept: Cadence

Formal ‘time-boxing’ of development activities
* Pl (release): 12 weeks, 4 a year
 made up of 6 iterations (sprints) of 2 weeks

« Each Pl has a 2-day planning session & ‘inspect
& adapt’

« Each iteration has planning & a showcase

J



Release Wall







Student
Administration Agile

StAART i

Continuous. Collaborative. Relentlessly improving.

A Team of
Teams




Key concept: Chunks of work
EPICS, » EPICS (across Pls)
eatures, + FEATURES (within a PI)
stories
« STORIES (within an iteration)

EXTREME PROGRAMMING
AMND EACH FEATURE i OKAY ,HERES A

MEEDS TO HAVE STORY : YOU GIVE

LIHAT WE CALL A ME ALL OF MY
"USER STORY . FEATURES OR T'LL

RUTHN YOUR LIFE.

I CANT GIVE YOU
ALL OF THESE
FEATURES IM THE
FIRST VERSIOMN.

scottadams® aal.com

|||'-F'||-c‘.l3 B 2002 Untted Fasturs Sypndicate, Ing

www. dilbert.com

Copyright 2 2883 United Feature Syndicate, |lhnc.




EPIC FEATURE

Improve student invoicing Enhancement to invoice
presentation

\ As an administrator

| need to show

\ adjustments & concessions
on the invoice

So that students can
understand the
information and make
fewer contacts

nvoice Summary



EPIC FEATURE

Improve student invoicing Enhancement to invoice
presentation

STORY

B | * Display concession and HELP

loan information

» Redefine charges calculation

» Display adjustments amount in
Invoice Summary

» Display adjustments section in
Account Statement

» Update/review non-critical
existing SFS SQL validation

» Display special characters in

PDF

ymrmary

Invoice Su

paance gl BRI GE b \ oot mbet
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Feature "
Prioriti

Backlog
Discovery
EXIT CRITERV

o Commptate: /ot

RITERIA




Squad*

A group of people who
do the nuts-and-bolts
technical work
(define, build & test)
of delivering stories
and features.

*a.k.a. scrum

) |2 A &8
47{/ s 'S‘ e
lmnr,nlﬂamm o 1

Global Graduation squad
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Paul Benson Britta Granas Geoff Sanders
Iteration Manager  Functional Functional
Analyst Analyst

Sudakaran Jason Brew Jane West Shen Tan Denzil Aranha
Ponniah Developer Business Functional Tester
Developer Analyst Analyst






Pl planning &
delivery by the agile release train

Feeding the train On the train

Team
Backlog

—————————

Program Feature
team backlog and
analysis with prioritisation
product by product
owners owners

Feature
Delivery

diysiaumq 1onpold



Clocks,
3x5
cards,
blutak
and

string
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The reality: what works well

We fix things sooner

It works well when the solution is known

* There is transparency through showcases

All squads meet with the business regularly

There is much better trust
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“The most efficient and effective
method of conveying information to and
within a development team is face-to-
face conversation.”

- Agile Manifesto Principle #6
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The reality: challenges

Time commitment for business owners

« Language excludes people
* It’s not really incremental

* ‘Product ownership’ is complicated in a

university

 We haven’t got the backlog right yet
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Being agile in a waterfall culture

* Governance of projects assumes you can
decide deliverables 12+ months in advance

« Reporting is not alighed with agile cadence

* Delivery of business ‘benefits’

J
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Managing change

« SAFe is about software development: our work
is as much about process change

« Agile assumes product owners will have

authority to make all decisions

* There is not always a single product owner

J



is better than before

Collaboration




Who is driving the bus?

* Feature owners vs system owners vs project

owners vs VIPs
« Who decides business value?

 What do you do with new priorities after

priorities have been agreed?
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Once upon a time ....




Summary

* It’s new
* It’s more work than we had imagined
 We haven’t got it right yet

* It has real potential to help us deliver on our
student administration roadmap
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Questions and suggestions?

WERE GOING TO

TRY SOMETHING
CALLED AGILE

PROGRAMMING.

oot od o mo 3 ol S

wnanay dilbert.com

THAT MEANS NO MORE
PLANNING AND NO MORE
DOCUMENTATION. JUST

START WRITING CODE

AND COMPLAINING.

© Scott Adams, Inc./Dist. by UFS, Inc.
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