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1. SUMMARY 

The University of Edinburgh faced a significant leadership and management challenge following the 
partial implementation of a significant change project designed to transform student systems and 
administration.  This paper explores how the development of a formal partnership acted as a catalyst 
for the transformation of the leadership, management, enhancement and support for the key student 

record system(s) and process at the University of Edinburgh.   

2. INTRODUCTION 

The University of Edinburgh embarked on a significant change project to modernise student 
administration and implement a new student record system (internal name EUCLID) in 2006.  The 
EUCLID business case envisaged a transformation project delivering a very wide range of functionality 
over the web over a number of phases.  A separate project team was set up, with limited Information 
Services and Registry involvement, instead seeking to configure the SITS/Tribal system mainly by 
colleagues who were not developers.  Despite the best efforts and intentions of the staff on the 
project team, the project unfortunately delivered systems and functionality to the University which 
was often of poor quality, unreliable and non-performant.  There was a loss of confidence within the 

University regarding the project and eventually senior management took action. 

 

The project scope was cut, possibly too far, and deadlines to close the project imposed.  There was 
no real agreed exit strategy.  In early 2011 the project closed and responsibility for the system passed 
to Academic Registry with Information Services supporting the system.  Difficulties emerged during 
the business as usual period.  The perception of the EUCLID project and the difficult feedback from 
the community put a significant strain on the relationships between colleagues working on EUCLID 
with a culture of blame emerging between the Academic Registry and IS Applications.  The processes 
used led to Business Analysts writing large specification documents and passing them to developers 
with no real handover and discussion taking place.  The search for perfection at the expense of utility 
led to slow delivery, priorities being questioned, little opportunity to learn, and little opportunity to 
celebrate success.  The work was under resourced and the style of working further exacerbated the 

problem. 

 

3. STUDENT SYSTEMS PARTNERSHIP (SSP) 

The then Director of Academic Services and the Director of IS Applications understood if the student 
record was to be appropriately resourced and confidence was to be restored, structural and cultural 
changes would need to be introduced.   

 

The SSP was developed as the vehicle for change:  a co-located team of business analysts, testers 
and software developers which would be responsible for setting the strategy for the development of 
student administration services, the delivery of key projects involving both business change and IT 
systems development, the introduction of effective methodologies and the efficient use of resources.  
The team would be encouraged to use and develop skills within the team, to innovate with new 
technologies, encourage user participation and challenge processes and introduce more effective 

workflow management.   
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4. DEVELOPMENT OF STUDENT SYSTEMS 

Student Systems has developed in four key phases.  The first phase focused on the development of 
the Student Systems Partnership (SSP).  The Directors proposal was approved and the SSP established 
in December 2012.  The development of the partnership came with a resource commitment for both 
business analyst and developer skills.  

 

This made the second phase of work possible.  The Student Systems Roadmap 2013-16 has been 
developed, setting out the strategic direction in the University for the development and support of 
key student and academic administrative systems in the University.  This provides the department 
and the wider University with a clear sense of our priorities, key stakeholders, governance and the 

approach we will take when working with colleagues.   

 

Phase three focussed on the operational side of our responsibilities (which covers live support, 
management information, training, statutory returns and student records). The continuous 
improvement of our processes and live systems needed to receive the same level of attention and 
focus as new enhancements and developments.  The service name ‘Student Systems’ was adopted in 
December 2013 which combined the SSP and the Operations team and four key objectives were 

articulated around: leadership; service; impact and place.    

 

Phase four has been to embed these changes across the teams.  The Student Systems Annual Plan 
provides the structure for this and relates our activities back to the roadmap and the departmental 
objectives.   

   

5. WHAT WE HAVE DELIVERED 

The change initiative has led to the creation of a department which is beginning to reach its full 

potential and more consistently meet the needs of key stakeholders.   

 

The service has developed a number of areas of practice which are in a position to be shared across 
the organisation:  working effectively across operational boundaries; managing student innovation to 
enhance service provision; project management (spanning policy, business process and system 

changes); and building confidence and enhancing service delivery in a large, devolved institution. 

 

We have made a clear impact on the business over the past two years, through a number of areas 
including:  increased student self-service and access to their student record; the administration and 
communication of awards, assessment & progression information; enhanced admissions processes and 
systems in a devolved structure; supporting Personal Tutors and Student Support Officers in their 
relationships with students through the delivery of Personal Tutor Tools; enhanced programme and 
course information and tools to support decision making; tools to support student engagement & 
attendance monitoring; and enhanced use of technology to enhance usability of systems.   
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