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A. Context
Overall responsibility

1. Overall responsibility for source data within IT systems which support student, programme and module administration lies within the remit of the Registrar, as recognised in the job description for the post.  It is unquestionable that management of this data should reside here, because the data is inextricably linked to that administrative functionality which the Registrar manages, and the service provides the central expertise for that administrative process.

2. The production of any reports, listings etc derived from that data which support that administration are also the responsibility of the Registrar.

3. The Registrar is accountable for the quality of that data and those reports and for providing, or commissioning, the tools and facilities to deliver data of appropriate quality, including audit and monitoring reports.

4. The Registrar may commission the production of any of those reports and listings from a third party or parties, in which case they will be accountable for fulfilling the specification agreed with the Registrar.

5. The Registrar will share source data with managers of other systems and has an obligation to work with them to provide data which is appropriate, in the best corporate interests, and to provide a named nominee for that collaboration.

6. Those other managers have an obligation to address any requirements for changes in the format, content or timing of source data within the Registrar’s purview to the Registrar in a timely manner, and to provide a named nominee for that collaboration.
7. In reporting upon the quality of student, programme and module data the Registrar is accountable to the PVC(L&T), and to provide information to ISMCG in discharging its responsibilities for the quality of systems & data.
8. The Registrar is responsible for making the structure of the data held in student systems transparent and for collaborating on any proposed changes.
9. The Registrar is responsible for managing the following systems, supported by the Director of IT Services; SAS, MRS, ADP, SITS, Certificate Printing, Timetabling, Examination Timetabling.  ARC, and local systems to support placements are the responsibility of Schools pro tem being superseded by SITS from Sept 2005 onwards.

Issues

1. Recently, this responsibility has been difficult to exercise because of a concentration of effort on a new system.  Consequent lack of investment in current systems and maintenance of data has led to a deterioration of quality and a loss of knowledge.  Exacerbated by the change in School structures and staffing, there is still some uncertainty as to some processes, roles, responsibilities and accountabilities and inadequate documentation.  

2. The Data Management Project team have asked for it be stressed that this is a lesson to be learnt in the adoption of a new student administration system.  We cannot afford to take our eye off the ball or under-resource data quality, in case improvements so far achieved fall away.  This is necessary for the benefit of current operations but also for the new system:

· to ensure a migration of consistent and accurate data;

· to resolve outstanding process and coding issues.

3. The ability to maintain data quality has been made worse by the development of systems and input protocols that impinge on data quality but are managed outside of the control of the Registrar.  Specifically the development of Blackboard requires academic input in joining students to their learning materials.  Schools report that some academics are not doing this, others are doing it incorrectly and some part-time academics are not available at the appropriate times.  This means that students who are experiencing difficulty are looped between the individual academic and the School office.  Academics are sometimes reluctant to attend training sessions.  There is no line management accountability or attached monitoring process for this aspect of data quality.

4. A lot of time and energy has gone into the project.  Resource of this scale should not be needed in the long term because:

· Some problems have been caused by the limitation of old systems, which should be overcome when we have new ones;

· A lot of issues have been sorted out;

Even so, the amount of resource and bundle of skills required to keep the management of student, programme and module administrative data on track should not be under-estimated.  Note the required resource would be reduced if data input were restricted to fewer users; the Registrar is currently reviewing users and the principle of few expert users has been accepted by School Registrars.  

5. Four things have enabled progress to be made in the DMP:

· Knowledgeable, enthusiastic and dedicated resource.

· Training, delivered with professional input.

· Intensive networking and communication.

· Development of documentation and control mechanisms

These form the framework for a ‘toolkit’ for data management.

What we need to do to achieve long term good data

· A clear statement, communication and implementation of responsibilities and accountabilities.

· A methodology for ensuring continuous data quality.

B. Responsibility and accountability: student, programme and module data

1. What do we mean by the terms?

Dictionary definitions aren’t very helpful.

In discussion we seem to be differentiating on the following sorts of bases:

Responsibility is about

· Duty

· Following orders

· Working within prescribed frameworks

· Performing to standard

· Meeting deadlines

· Appropriate productivity

· Acting in support of the team

Accountability is about

· Taking an overview of the whole puzzle of pieces

· Ensuring that the end game is achieved

· Applying discretion and judgement to enable others to get to the end of the path

· Active management

· ‘The buck stops here’

· Marshalling and deploying resources

· Monitoring that responsibilities are carried out and acting where they are not.

2. How can we apply this to the input and reporting of data used to administer students, programmes and modules?

In this instance there are eleven groups to consider:

i. Administrative staff who prepare data

ii. Administrative staff who input data

iii. Team leaders

iv. School Registrars

v. The Registrar

vi. Academics who input data and provide information

vii. Deans

viii. Finance and Corporate Planning

ix. IT Services

x. HR 

xi. Executive

There are five clusters of groups

i. Preparation, input staff, team leaders and academics who are responsible.  This includes staff within the Research Support Section of Academic Registry for research student data specifically.

ii. School Registrars, the Registrar and Deans who are accountable.

iii. Finance, who enter all fees data.  They will be wholly responsible and accountable for data sets within their purview in the same way as Academic Registry and Schools.  Corporate Planning who have a responsibility for co-ordinating an appropriate organisational reporting structure within systems and advising on codings related to funding.

iv. IT Services who are responsible, and accountable at management level, for providing technical advice and systems to enable the collection and storage of appropriate student data and reports and listings as agreed with the Registrar.  HR who are accountable for delivering appropriate training.

v. Executive who are responsible for providing appropriate support to Service Directors and are accountable for exercising that responsibility.

3. Proposals for the allocation of accountability and responsibility

A. Quality of source data

Data preparation and input staff and academics who provide data are RESPONSIBLE for

The quality of their own work and their obligations to the team, including a responsibility to report obstacles upwards to the team leader and with a specific obligation in the case of data protection.  

They should apply the frameworks, rules and tools provided including attendance at training sessions.

They should match the average performance of their peers to within an acceptable range for:

· Completeness

· Accuracy

· Productivity

· Meeting deadlines

· Contribution to team working

Administrative Team leaders are RESPONSIBLE for

· Monitoring individual and team performance

· Resolving local difficulties

· Provision of local advice and support to data preparation and input staff, attending training and briefing sessions as appropriate to enable this level of expert support

· Alerting School Registrars of needs and issues

Deans in relation to Academics’ provision of data and School Registrars in relation to administrative input are ACCOUNTABLE and will

· Ensure that corporate processes are understood and applied

· Ensure that data management tools are applied

· Monitor team performance against benchmarks and peers, and School performance

· Provide appropriate local resources

· Work together within Schools to ensure that there is seamless process between administrative and academic input.

· For academic input, ensure that before any changes to process or data format are made which will affect student data there is consultation with stakeholders.

The Registrar is ACCOUNTABLE overall for the management of student, programme and module data, with the exception of fees and the linkages made by academics within Blackboard, and will

· Set performance standards for Schools and the Research Support Section, monitor that performance and hold School Registrars and Head of Research Support Section accountable where it is not acceptable.

· Ensure corporate facilities and processes are available and accessible.

· Ensure data management tools (schedules, training, audits etc) are available directly or by negotiation with others.

· Ensure that before any changes are made to processes or data formats which will affect source student, programme or module data there is consultation with stakeholders.

· Ensure that data is provided to a schedule which best fits needs, in consultation with stakeholders.

· Report on quality of data to the PVC(L&T) and inform ISMCG of performance issues.

· Be responsible for advising HR on the update of training materials.  

· Provide expertise from within Academic Registry along with School experts who will be responsible for providing expertise in advising the content of the training programme. 

· Provide expertise from within Academic Registry to co-deliver the training, as appropriate, with School experts and professional training support.

Finance are ACCOUNTABLE and will

· Monitor the input of student related fees data within the service and be held accountable where it is not acceptable

· Ensure corporate processes are available and accessible

· Ensure data management tools (schedules, training, audits etc) are available within the service directly or by negotiation with others 

· Ensure that before any changes are made which will affect student data  there is consultation with stakeholders.

· Report on quality of data to the DVC(R) and inform ULT and ISMCG of performance issues.

Corporate Planning are ACCOUNTABLE and will

· Co-ordinate the maintenance of an appropriate organisational reporting structure within core University systems.

· Advise appropriate funding codings to be used within the student systems.

IT Services is ACCOUNTABLE and will

· Provide advice and systems appropriately, as laid out in IT service standards 

· Provide resource for necessary and timely updates to systems and applications

· Produce regular and ad hoc monitoring listings, reports and audit reports as commissioned.

· Report on systems performance to the DVC(R) and inform ISMCG of systems performance issues

HR is ACCOUNTABLE and will

· Be responsible for the preparation of relevant training materials, equipment and schedules in conjunction with Academic Registry and school experts.   

· Be responsible for the delivery of appropriate training, in conjunction with Academic Registry and School experts.

· Be accountable for the quality of delivery measured via trainee feedback forms and assessment of the Registrar of fulfilment of the training brief.

The PVC L&T, DVC(R) and PVC(SSA)

· The PVC(L&T) has a line management responsibility for Academic Registry.  Hence there is a responsibility to keep abreast of data quality performance and any issues arising and to support the Registrar in delivering to target.  

· The DVC(R) will act as overall champion for data issues and also has a responsibility for the performance of Finance and IT Services in these respects.

· The PVC(SSA) has a responsibility for the performance of HR in this respect.

· Each is accountable to the VC for discharging that responsibility.

Design of IT interfaces and outputs

· The Registrar will be accountable for ensuring that data is held in a form, and to a timescale, which is appropriate for the purposes of others who legitimately extract data from, or via, student systems.

· Other system managers will be accountable for ensuring that Academic Registry is consulted with appropriate lead-time about any proposed changes to specification.

· System managers will be responsible for commissioning agreed changes to required interfaces, which may be commissioned via a third party.

· The Registrar will be accountable for keeping the map of data linkages from student, programme and module systems up to date, and the related source-data dictionary.

· The Registrar will be accountable for providing reports, listings etc which are appropriate to support student, programme and module administration, including audit and monitoring reports.  They may be commissioned via a third party. 

4. Outstanding issues

a. Deans

· Who will apprise them of their role in data management, i.e. making sure that academic staff provide data in the right way at the right time?

· Who will hold them accountable?

· Who will audit and monitor the quality of data provided by academics?  
b. Academics

They need to participate in appropriate training.  Can we enforce this?

C. A tool kit for managing data

The DMP found the following simple principles were effective:

1. Dedicated, energetic, enthusiastic people, in sufficient quantities, are the critical thing in making this happen.  Process and documentation without people power will not be effective, particularly as in our current situation significant cultural change is required.

2. Networking is a crucial tool, both to get messages out there but equally importantly to understand what it is that is frustrating colleagues and stopping them from doing their jobs.

3. Training is a fantastic way to network.  With a mix of professional trainer and School expert, new users and old users, people from different input areas, we have a sturdy framework within which there can be a free exchange of knowledge and frustrations across a bank of expertise and experience.

4. Control, the authority to enforce it and the mechanisms to monitor it are essential.  At this stage in our data evolution, we need to bring some stricture and standardisation.

5. Integrated working allows data recipients to have ownership of, and faith in, the data they receive.  It requires effort on both sides and the maintenance of a map of shared linkages and data definitions so that the effects of any changes can be understood.
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