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MINISTRY OF EDUCATION
Te Tahuhu o te Matauranga




Choosing & implementing a Student Management System 

	PURPOSE
	To encourage schools to use best practice to choose and/or to implement a new student management system.


	1. Making the Decision: 
	· Who will make the final decision? 
· Which staff are involved in the discussion around the choice of an SMS? 


( office staff 
( executive officer 
( senior management 


( timetable team
( HODs 
( deans 

( guidance counsellor 
( BOT 
( librarian 

( ICT director 
( technician 
( network director 

( classroom teacher 
( curriculum committee 

· Have you a checklist of requirements to help evaluate the various SMS? 

· How have you prioritised these requirements?
· are there any ‘must haves’ that will exclude some vendors?
· are there any critical issues that will strongly influence your decision on the SMS?
· does the potential changeover disruption influence your decision about the choice of a (new) SMS?


	2. Functionality: 
	· What do you require of an SMS? 

( student records 
( roll returns 
( attendance 

( pastoral care 
( incident reporting 
( timetabling 


( reporting to parents 
( board reporting 
( student fees 


( financial management 
( staff records 
( fundraising 


( alumni 
( lesson planning 
( library 


( sports management 
( asset register 
( career profiling 


( assessment
( curriculum management 

( NCEA examination entry
( analysis of student progress 

( others? 



	3. Product Effectiveness: 


	· Talk to other schools using the different SMS you are considering
· Does the product have the functionalities you require and/or do the timelines for further development meets your needs?
· Consider the interoperability of the software with other existing packages – library, accounts, LMS, timetable. Is this an important consideration? 

· Consider the perceived usability of the package


	4. Technical Aspects:
	· Is the product based on a robust, industry-standard relational database? 

· Can teachers remotely access information with guaranteed security? 

· Is the package interoperable, or planned to be interoperable, with: 

· timetable package? 

· learning management system? 

· financial (accounting) software? 

· library management software? 

· electronic attendance register? 

· data exchange? 

· Is there an industry-standard reporting package sitting over the database? (i.e. to interrogate the database for information stored there. (This is NOT a package for reporting to parents.)
· Is the reporting tool also capable of statistical analysis? 



	5.Costs:
	· How will the project be funded?
· Have you considered the vendor’s recommended hardware specifications for the software? 
· Is the state of existing hardware adequate for the proposed changes to the new SMS? If not, what hardware upgrades are anticipated? 


( computers 
( memory 
( servers 


( cabling 
( switches 

· What will your annual maintenance costs be and when do they start? 

· what is the cost of calling the help desk? 

· compare this to your past experience 

· how are ongoing costs to be budgeted for? 

· will other areas suffer as a result? If so, is this acceptable? 

· Identify all training costs, including: 

· staff relief 
· travel and accommodation 

· equipment hire

· Is the cost of relief for ancillary staff included in this budget? 
· Do you have, or should you have, a managed network service from a professional provider? 

· Is the cost of ongoing professional development a significant influence? – i.e. to the extent that it may change the decision to proceed with training? 
· Will there be any further costs associated with the project? 

· operating system upgrade 

· third part products such as Microsoft Terminal Server 



	6. Planning the Implementation:
	· Do you have a project manager or an equivalent person? 
· Pre-implementation preparation 

· which staff will be involved in planning the implementation? 

· which of these staff are critical in SMS considerations? 

· identify where you might seek SMS advice/information beyond the school, including the Ministry and other schools 

· have you created a timeline? 

· consider the following in looking at the timing of the project: 


• NCEA data exchange dates 


• timetable preparation constraints 


• Ministry roll returns 


• year 9 enrolments 


• ERO visit 


• staff changes 


• electronic attendance implementation 


• student reports 


• other key factors 

· Develop protocols to help identify when outside assistance should be sought 
· Training (the most critical of requirements) 

· who will provide it? 

· how many staff will need to be trained? 

· how many staff can be trained in a session? 

· do you intend a train the trainer model? 

· can you afford to allocate someone to be available in-school for ‘emergency’ training? 

· does the training cover off various roles including office/secretary, senior management/deans, HODs/teaching staff, etc? 

· what specialist training or knowledge may be required by the teacher i/c SMS? Should there be one or more such people? 

· what about specialist training for the technician and/or ICT teacher? 

· Data transfer 

· who will do it? (The provider and/or staff?) 

· when will it be done? 

· who will determine what to include/exclude? 

· can you identify data that cannot, or is not, required to be transferred? 

· Have you planned how to archive existing data? 

· is it retrievable? 

· where and how is it to be stored? 

· how many people (and who) should know how to retrieve it? 

· is its retrieval dependent on maintaining any old software or media? 

· are you aware of the changes about to occur in electronic attendance, and will this affect your decisions? 



	7. Barriers to Successful Implementation:
	· Cost – either direct (software, implementation/training, teacher relief) or indirect (network upgrade, ongoing maintenance, replacement computers, broadband, schoolzone) 

· Staff 

· divisive factions within the staff 
· apathy 

· Have you considered the impact of change including: time, effort, planning, the monetary cost, disruption, and (if you’re already using an SMS) the loss of built-up knowledge and PD of your existing SMS to the advantages the new SMS offers? 

· Insufficient benefits identified to justify the cost or the disruption 

· Staff unaware of better, more extensive use of SMS 

· No similar local school to talk to 

· School is too small 

· Lack of ICT knowledge and experience 

· Risk or actual loss of data 

· Inability to continue existing timetable, library or financial package 

· Lack of time 

· History and “convenience” 

· Board opposition 

· Just too hard! 



	8. Change Management Considerations:
	· How are you keeping staff informed?

· Do staff have realistic expectations of the advantages the new package will offer – and of the difficulties involved in making the switch? 

· Do you intend to run systems in parallel or make the switch overnight? 

· Will your plan minimise disruption? 

· Do your processes reflect the way the computer does things, or is the computer a tool which is in tune with your best practice? 

· Have you considered the likelihood of the school having to change any of its processes such as: 

· attendance data collection
· assessment collection and entry 

· examination entries
· recording pastoral/behavioural data 

· timetable changes
· reports to parents 
· reporting to the Board 
· ensuring staff do make full use of the SMS 

· Does your plan allow for the logistical exercise of getting all staff to learn the new SMS software? 

· Are you able to free ancillary staff for training? 

· Are you happy to receive training outside of school hours? 


( after school 
( weekend 
( holidays 

· Is staff access from home desirable? 



	9. Communication:
	· How will in-school communication be handled? How often and by whom? 
· What, if any, communication is needed with the school community? 

· Are school staff aware of the internal school process to escalate a ‘bug’ or seek an enhancement? 

· Who may contact the vendor with technical questions or help desk inquiries: one nominated person, or any staff member, or …? 

· Is there one nominated person (known to the vendor) that the vendor is expected to contact, other than for the above types of contact? 

· Do you feel the vendor has a good understanding of your school’s needs? 

· Vendor newsletter: 


( do you read it?
( is it useful? 



	10. Risk Planning:
	· Have you done any risk planning around SMS? 

· What is the risk that the cost of ongoing maintenance or upgrades will escalate beyond the school’s means? 

· Have you prioritised your implementation planning in case the affordability stretches your means? 

· Is the state of the network a show-stopper? 

· Security – have you considered all of the following? 

· virus protection/firewall 

· hacking (and spam) 

· teachers leaving the system exposed and vulnerable (greatest risk) 

· are teachers fully conversant with the security required for sensitive data? 

· are all staff aware of the sensitive nature of much of the data? 

· system failure dependent on backups 

· down time waiting for technical assistance after system failure 

· Is the software able to be used remotely – is this a security issue? 

· Do you see the need for staff succession planning in IT? 

· What staff are seen as ‘critical’ for the successful implementation or maintenance of the SMS? 

· e.g. technical, support/help, training 

· are any staff a risk because of their perceived knowledge/power? 

· if one, or even two, staff are absolutely critical then you need succession planning and more shared responsibility 

· Do you have a maintenance/upgrade plan for the network? 

· Do you anticipate any problems re the suitability of an HOD as IT leader for his/her department? 
· Are staff keeping up with implementation/training demands? 
· Is there a staff desire to hold on to what is familiar? 

· have you identified any staff resistance? 

· how is it being managed? 
· Are you aware of other schools (in your area) using the same vendor? 
· if isolated, or otherwise, do you consider this an issue? 



	11. Check List:
	· Who will make the decision? 
· Which criteria will the decision be based on? 
· Technical considerations addressed 
· Financial implications addressed 
· Project manager identified 
· Project plan, including timelines, established and made public 
· Training schedule established and made public 
· Arrangements made for transfer of data (‘automatically’ and/or by staff) 

· Does the project plan cover off the barriers to success? 

· Change management issues planned for 
· In-school communication about the project planned for 
· External communication about the project planned for 
· Communication protocols with the vendor established 
· Project risks specifically identified and plans put in place to minimize them 

· Timeline established for regular reviews of project progress 




Please direct your comments and questions to the SMS Services Team at MLE.project@minedu.govt.nz, phone 04 463 7666 
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