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1. Executive Summary
It should briefly outline the following:

· The problem to resolve and who raised it (within the ‘Educational Technology Tool Innovation, Mainstreaming & Support Framework’)

· The scope of the analysis

· A summary of the analysis conducted

· The important issues raised in the study

· Recommendations
2. Document Overview
This should be built from the body of the document
2.1. Purpose of this document
State the purpose of this document here. E.g. the purpose of this document is to present an initial evaluation of the options available to [client] for improving its [solution/system/service/process]. A couple of lines are all that is required.
2.2. Innovative Educational Idea
It should include a brief introduction to the project – its definition, scope and objectives; who submitted the request and who was involved in this analysis.  Most importantly it should state what the proposed solution is and its estimated cost.
2.3. Terms and Abbreviations
List any abbreviations or jargon terms that are used in the document. It should be borne in mind that the document has a primarily non-technical audience.
	Term/Abbreviation
	Meaning

	CIO
	Chief Information Services

	UICTAC
	The University Information and Communications Technology Architecture Committee

	UICT
	The University Information and Communications Technology committee

	PoC
	Proof of Concept

	LTOG
	Learning Technologies Operation Group

	
	


2.4. References
Include the ‘Criteria for Assessing request’ form and any other documentation used during this pre-feasibility study (Completed ‘Registration of suggestion idea form’, Completed ‘Idea Evaluation/Pilot request form’)

	Document
	URL

	Criteria for Assessing Requests
	2 Criteria for Assessing Requests - DRAFT.docx


3. Background
Outline the background of the project, including the project justification/corporate vision.
3.1. Current State
Include the current solution/state. It must clearly state the problem/strategic objective/business need that is being addressed by the innovative educational idea, and what has led to the current need. Additionally, include the current systems used by the business to do its work.
3.2. Proposed Future State
Detail on the proposed solution/state if the recommended option is adopted; this should include any necessary process details and interactions with existing systems as well as high level requirements.
4. Objectives/Outcomes
This should include reference to the solution’s planned benefits (include beneficiaries)
5. Scope
5.1. Inclusions
Clearly state what is included in the scope of the project
5.2. Exclusions
Clearly state what is excluded from the scope of the project
5.3. Constraints
Outline any known constraints (e.g. funds).
5.4. Assumptions
Outline all assumptions that were made in developing the Pre-feasibility study. They may relate to assumptions such as architecture etc, that will not drastically change estimates. Other assumption might be the funds source.
6. Options
This section should include the solution presented by the staff submitting the request if any. Options should include the various ways that the solution can be delivered or implemented.  For example, one delivery option may be to build the software in-house, another to buy an off-the-shelf product.  Implementation options may be to install on existing hardware, or buy all new servers.  The first option is always to do nothing.
6.1. Do Nothing
Outline the ‘do nothing’ option.  State the risks of maintaining the status quo.  It must be clear if there is a cost involved with not proceeding with the project, and what those costs are.  For example, the current solution will no longer be supported by the vendor from <date>, and issues will not be fixed after that date, which will cause significant delays in recovery in the event of a problem.  Ensure that the business impacts are included.
6.1.1. Advantages
List the reasons why doing nothing is the better option.  Usually things like lower up-front cost, no implementation risk etc.
6.1.2. Disadvantages
List the problems associated with doing nothing.  Often, involves higher long term costs, or the lost opportunity of realising the project benefits.
6.2. [Option 1]
This section can be replicated as many times as necessary to cover all of the options considered. 

Describe the option in as much detail as possible (include indicative price if known).  Mention any introduced benefits or risks/impacts to the business if this option is chosen.  State whether it is recommended or not, and why.

Include details if any solution/software for this option is known.
6.2.1. Technical Feasibility
Clearly articulate if the system is hard to build or to maintain, if the internal resources have experience on this technology, if it meets the University’s infrastructure standards.
6.2.2. Advantages
Clearly articulate what will be the benefits of choosing this option. For example, cheaper implementation costs, lower risk, etc.
6.2.3. Disadvantages
Clearly articulate what problems will be introduced by selecting this option.  For example, it requires a change to the University architecture, the required skills do not exist in the support team currently, higher costs etc.
1 [Option 2]
As per Option 1, describe in as much detail as possible.
6.2.4. Technical Feasibility

6.2.5. Advantages

6.2.6. Disadvantages

6.3. [Option 3]
As per Option 1, describe in as much detail as possible.
6.3.1. Technical Feasibility

6.3.2. Advantages

6.3.3. Disadvantages

6.4. Comparison of Options
Compare each of the options described above, with reference to how fully they address the project’s objectives (as outlined in section 3) and its scope.  Copy the icons from the key for each of the cells in the table.  Insert a new column into the table for each option considered. Use a description as the column header, rather than Option 1 etc.  It may be necessary to change the orientation of the page if more options have been included.
	Project Objectives
	Do Nothing
	Option 1

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


	Key:
	
	

	         Does not meet criteria
	        Partially meets criteria
	        Fully meets criteria


6.5. Recommended Option
Based on the comparison in the previous section, state which option is recommended for implementation.  Include reasons for the selection (how it will improve current situation)

If the option recommended is a Commercial Off The Shelf (COTS) solution, include any software in the market that meet the requirements and complete the table below. Insert a new column into the table for each option considered. Use a description as the column header, rather than Software 1 etc. 
	
	Software 1
	Software 2
	Software 3

	Vendor (headquarters)
	
	
	

	Software Description
	
	
	

	Do other universities or companies use this software?
	
	
	

	Technical requirements (including Operating System)
	
	
	

	Support
	
	
	

	Technical Feasibility
	
	
	

	Risks
	
	
	

	Cost (licenses/ support/maintenance)
	
	
	

	Advantages
	
	
	

	Disadvantages
	
	
	

	Assessment Criteria Total Score*
	
	
	


* Asses each of these software solutions with reference to how they address the ‘Criteria for Assessing Requests’ mentioned in the ‘1.4 Reference section’ on Page 4 of this document and include the details of the option evaluation in the Appendix section of this document. The total score per option is include in this table row
7. Project Costs
Provide a summary of the total costs of the recommended option.
7.1. Trial cost
Include licensing, hardware, etc. Indicate who funds it and the amount.
	ITEMS
	Year xx Cost
	Source of funds
	Comments

	TRIAL
	
	
	

	Internal resources 
	
	
	

	External resources
	
	
	

	Software Licenses
	
	
	

	Hardware 
	
	
	

	Training
	
	
	

	Other
	
	
	

	TOTAL TRIAL
	
	
	


7.2. Implementation cost (cost of implementing the approved pilot in production)
Include licensing, hardware, etc. Indicate who funds it and the amount.
	ITEMS
	Year xx Cost
	Source of funds
	Comments

	IMPLEMENTATION
	
	
	

	Internal resources 
	
	
	

	External resources
	
	
	

	Software Licences
	
	
	

	Hardware
	
	
	

	Training
	
	
	

	Other
	
	
	

	TOTAL IMPLEMENTATION
	
	
	


7.3. Operation and support cost (cost of maintaining the approved solution in production after go-live)
Include licensing, hardware, etc. Indicate who funds it and the amount.
	ITEMS
	Ongoing Costs/Year xx to xx
	Source of funds
	Comments

	OPERATIONAL
	
	
	

	Software Licences
	
	
	

	Support & maintenance
	
	
	

	TOTAL OPERATIONAL
	
	
	


8. Project Organisation
[List all key stakeholders, including their role, and their responsibilities on the project – whether negative or positive.] 
	Stakeholder
	Role
	Responsibilities

	Learning Technologies Steering Group
	Governance
	

	Learning Technologies Operations Group
	Governance
	

	UICTAC
	Governance
	

	UICT Investment Committee
	Governance
	

	Jerry Leeson

Manager, Learning Technologies Team
	Project Sponsor
	

	[Requester name]
Staff submitting the innovative idea
	Project Champion
	

	[eLearning adviser name]
eLearning adviser
	Subject Matter Expert
	

	Mark Wittervan

Program Manager - MyUni
	Senior Supplier – Learning Technologies Team
	

	Technologies Services - TBA
	Senior Supplier – Technologies Services
	

	Karina Judson

Business Analyst
	Business Analyst/Demonstration Project Manager
	

	TBC
	Technology Services resources
	

	TBC
	Trial participants
	

	TBC
	MyUni Support resources (if applicable)
	

	Pilot Reference Group:

[list Pilot Reference Group members]
	Governance during trial
	

	
	Business owner
	

	
	Technical owner
	


9. Timeframes
Provide any high level milestones as they are currently understood
	Milestones
	Schedule

	PoC/Pilot recommendation approved by LTSG
	To complete

	Pilot/PoC Plan endorsed
	To complete

	Commence PoC/Pilot testing
	To complete

	Finalise PoC/Pilot testing
	To complete

	Pilot Evaluation Report approved 
	To complete


10. Risks
Provide details of all risks relevant to the proposed project that have been identified to date. Consider the following Legislation stated on the University’s Legal & Risk Website:
 http://www.legislation.sa.gov.au/LZ/C/A/STATE%20RECORDS%20ACT%201997/CURRENT/1997.8.UN.PDF
http://www.comlaw.gov.au/Series/C2004A03712 
An example table is included below;
	Ref #
	Risk
	Likelihood
	Consequence
	Risk Rating
	Control

	1
	Technology Services resources & academic staff (who submitted the trial request) are not available when needed
	B
	2
	Medium
	-As part of the Pre-feasibility study approval, Technology Services resources must be allocated to the project (trial & implementation stage) 

-Careful communication (including next activities and timeframe) to all parties so as to ensure resources are made available when needed.

	2
	Solution option is hosted externally overseas (student information will be stored in this software)
	C
	3
	Medium 
	- Perform a Proof of concept to assess impact

	3
	
	
	
	
	


Despite these risks the project would appear to be viable at this stage, and it would appear that each of these risks would be able to be effectively mitigated.

11. Recommendations
The following is an example of the recommendations section when the recommendation is to proceed with a PoC or Pilot:
It is recommended to proceed with a [PoC/Pilot phase] of the following selected option: [option name] for the request submitted by the Requester: [name of the staff] for the following reasons:

· It meets the Educational Technology Tool Innovation, Mainstreaming & Support Framework principles: [insert URL of website containing the Framework]
· [It has the lowest risks within the different options analysed]

· [It was the best to address the Project Objectives as outlined in section 5 – Options (page x) of this document] 

· [It was evaluated using the ‘Criteria for Assessing request’ and scored well as outlined in section 5 – Options (page x) of this document] 

It is also recommended that the Learning Technology Operations Group:

· Evaluate this Pre-feasibility study and the option(s) selected with the support of the Technology Services Group for the technical assessment.

· If the LTOG recommend to proceed with a PoC/Pilot for this project as per this pre-feasibility study recommendation, the LTOG should also:

· Approve the associated Project Organisation, and in doing so approve the involvement of the various defined resources in the project, and commit these resources to the demonstration project. Additionally the following tools [JIRA, etc] should be made available for this project.

At this stage, the Technology Services resources must be assigned to this project.

· Confirm who will provide the hardware/infrastructure and software required by the project and not currently available through the University. Confirm how this will be provided and who will be the source of funds (pilot implementation arrangements). 

· The recommendation of proceeding with the PoC/Pilot for this project & any additional information or amendments must be informed to the Business Analyst who will update this document accordingly before presenting to the Learning Technology Steering Group.  

· The Learning Technology Steering Group will make the decision of authorising the trial phase.

· [If initiative does not comply with desktop environment standards or if the needed funds are not available, the Learning Technology Steering Group will seek approval from UICTAC and potentially from the UICT Investment Committee.]

· Communicate the LTSG recommendations to the Business Analyst – Learning Technologies Team. 
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