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1. Executive Summary (once main document prepared)

10 activities and impacts JISC is aiming to provide in the next 3 years

2. Our World/Context

There has been a significant change in the education environment since the last JISC Strategy. There have also, unsurprisingly, been considerable developments in technology: particularly in relation to the Internet. More recently the credit crisis and serious downturn in the UK and world economy has significant consequences for how JISC can add value to its communities.

This section considers the new contextual environments to which JISC must respond in its new strategy. It does this under the three headings of changes in: national economy, education and research; and technology.

Changes in the funding and economic environment

Further and higher education is entering a period of financial difficulties. Both domestic funding and the global economic environment mean that the period of growth over the past ten to twelve years has almost certainly ended for the foreseeable future and it is essential to improve efficiency and cut costs in universities and colleges. In further education in England at least the split funding models for compulsory and post-compulsory education will add complexity and uncertainty. The Government’s review of HE and the review of fees in higher education could lead to a significant change in the funding model; perhaps to a more private sector, for profit, higher education sector. These changes in funding may prove helpful in the longer term but they represent real challenges to the institutions over the next few years. Fortunately there are a number of ways that ICT can support institutions in meeting these challenges.

Economic recovery in the UK will depend heavily on developing a more effective knowledge economy and the education and research sectors are the key drivers to achieve this. New Industry New Jobs provides the context for the Government’s plans to revitalise the UK economy through approaches such as Industrial Activism. Again ICT can play a crucial role as highlighted further in the Goverment’s Digital Britain report. ICT and in particular the Internet is an enabler and driver of innovation and of life long learning; both formal and informal education.

Some ICT opportunities enjoy very considerable returns of investment in the short term (e.g. on-line resources, green computing, shared services). Other approaches such as developing new business processes and improving business and knowledge transfer will take longer to deliver savings.

There is a wide spread sense of concern about administrative systems, especially in higher education. Few institutions feel they have optimum administrative systems, the general perception being that they are complicated and require very considerable resources to tailor them to meet the institutions requirements, and are expensive to acquire and maintain. There is a real need for institutions to consider and identify new and more efficient business processes and to articulate their requirements more clearly to suppliers. Shared services and buying these applications as a managed service have the potential to reduce costs and maximise scarce expertise.

Some relatively simple measures can be used to reduce the carbon footprint (and hence electricity costs) of ICT but there is considerable potential to do more. Aggregating and sharing resources in large central server farms is currently being considered by many universities but a broader more ambitious programme across the higher (and potentially further) education sector is needed.

Realising cost savings and improving value for money and efficiency through exploiting ICT needs leadership and culture change. There are many opportunities to consider; the technical risks are modest but the risks to an organisation through adopting new business and pedagogic processes can be considerable. None the less funding and economic pressures require such change.

ICT is not part of the problem; it is not a cost burden. ICT is part of, and a big part of, the answer.

Changes in the education, skills and research environments

A significant driver for change, particularly in higher education, is the changing expectations of students. The student population is diverse, often working and studying part time and there can be significant variations in their IT literacy (although digital competence can gradually be expected to increase following the Rose Review of the curriculum, new GCSEs and the new diplomas for 14-19 year olds).

Students also increasingly see themselves as customers. This places demands on universities and colleges to provide more flexible and personalised learning making full use of the Internet and IT applications such as virtual learning environments. Students demand access to a very good ICT infrastructure which is largely met, more flexible learning environments (both virtual and physical) as well as traditional learning practice and contact time with teachers. They also want a high level of on-line learning support, 24 hours a day, seven days a week. Administrative systems also need to support the more demanding student population with a professional and efficient service. Demand for HE places currently exceeds supply although demographic trends suggest this may not continue to be the case. On the other hand there are significant markets such as continuing professional development and work based learning, and on-line overseas students that are not currently being fully exploited. The potential for using on-line learning to reach non-traditional students is beginning to be explored seriously in the UK and the quality of such provision is high: the financial models and how best to provide good support to such students needs further consideration if the Secretary of State’s vision of the UK being world leading in on-line learning is to be realised.

There are some signs of increasing mobility of students internationally and the Bologna process and the international nature of HE competitiveness pose new opportunities and challenges. Meeting the needs of students and staff to study and work at home, and while on the move poses interesting technical, policy and organisational challenges that are not being adequately addressed in most institutions.

There is a huge demand, from both students and researchers, for high quality on-line academic and scholarly content. This demand is far from being satisfied (perhaps it can never be fully met?). On-line content is also expensive to acquire and maintain.

In the research environment on-line content is proving extremely valuable in improving the efficiency of the research process, particularly literature reviews, and in opening up new fields of study and new research processes (for example in terms of international collaborative research). The preservation of research data is a growing issue and the sheer volume of research and new discoveries in many fields is making it increasingly difficult for researchers to keep on top of their subject.

ICT can help with most of these changes in the education and research environment. A good ICT infrastructure is essential but the real challenge is for institutions to exploit ICT more effectively than their competitors (both national and international). In particular this means more on-line learning, better management systems, and improved tools for collaborative research, more on-line content and more effective tools to find and use this content.

Changes in technology and infrastructure

There have been a number of developments in ICT over the past few years which are of relevance to further and higher education and which can help to reduce some of the boundaries between schools, further education, higher education and employers. In many cases, the developments offer promising opportunities to improve productivity and quality, and cut costs.

Social networking through Web 2.0 technologies such as wikis, You Tube, My space, blogs, second life etc, are already proving of great value in enriching the student and the research experience. The full potential of social networking has yet to be realised but their benefits are clear. Related to this is the growing amount of open educational resources available world wide. These resources remain hard to find however and are not always easy to deploy.

Cloud computing offers IT resources over the Internet. These resources include compute and data management facilities, as well as applications; of which the hosting of e-mail services is the most widely used. More complex application software is also available through the Internet via a concept know as Software as a Service (SaaS). Cloud computing offers flexibility and, where the business case is done carefully and accurately, can offer considerable savings by avoiding the cost of owning and running large computer facilities and the associated support costs. This is most likely to be the case where considerable computer resources are needed for relatively short periods of time. SaaS can also offer cost savings where the cost of owning and maintaining application software is very high. There is a real potential to exploit cloud computing in research and administrative applications but the possible loss of privacy and security of information can be cause for concern.

The availability of more powerful and affordable mobile devices such as the iPhone, iPlayer, Blackberry etc offers considerable potential to improve the educational offering to students. Such devices are often preferred by students over laptops which are relatively bulky and fragile.

Recent developments in access management (through Shibboleth and the underlying international SAML standard) although difficult to implement, provide significant advances in authentication and authorisation of the individual student and researcher, and are essential to underpin access to on-line resources and applications such as e-assessment and e-portfolios.

What this means for JISC

Education and research is entering a period of great change. The research environment may change significantly due to the Research Excellence Framework, more on-line content and tools, the different approach of the “Google generation” who will soon become research students. Higher education will change due to more demanding students, the need to support learner progression, the outcomes of the student fees review, quality issues, increased engagement with business and the wider community. ICT will offer new approaches through Web 3.0, cloud computing, more sophisticated mobile devices. The environment in five years time will be very different from today’s. 

The long and successful track record of JISC and its ability to facilitate and support change and seed capital growth in the sector will be invaluable in helping and supporting the community benefit from and exploit these changes. JISC will continue to provide leadership to the sector in this way, working with key partners as appropriate. For example, JISC is working with the Leadership Foundation to ensure senior management and future leaders have a good understanding of the strategic use of ICT. JISC is also working in partnership with key sector bodies to encourage encourage take—up of institutional shared services to enhance student progression and support requirements for learner mobility.

JISC will seek to maintain an excellent infrastructure that is fit for purpose and will provide more advice and guidance to the sector in the use of ICT and the exploitation of existing infrastructure. JISC innovation work will be more focussed on short term impact and benefits especially where this will help institutions cut costs and improve efficiency. 

JISC will however maintain strategic commitments in important longer term activities such as the open agenda and preservation of research data and will continue to take risks on behalf of the sector at a time when individual institutions are likely to be taking a more cautious approach. Continued innovation is essential to ensure that the sector remains fit for purpose, can meet new requirements from year to year and is sustainable in the longer term.
3. JISC Vision, Mission and Objectives

Vision 

JISC’s ambition is for technology to provide universal access to information and resources that improves the quality and productivity of UK’s education and research.

Mission 

JISC’s mission is to build a digital infrastructure for researchers, academics, learners and administrators that allows them to maximise their contribution to the UK’s knowledge economy. 
JISC Strategic Objectives 
JISC’s strategic objectives are to:

a) improve the quality of learning and teaching and the student experience; 

b) improve the quality and productivity of academic research; 

c) improve the efficiency and effectiveness of corporate and business systems in universities and colleges; 

d) provide cost-effective and sustainable shared national services and resources; 

e) be a responsive, reflective and learning organisation that demonstrates value for money.
What this means for institutions and other stakeholders

JISC will help maintain the competitive position of the UK’s world-leading universities and colleges against global competition. JISC will use its investments to identify how ICT can help the sector save money and operate more efficiently and open up new opportunities and possibilities for the way research is undertaken and learning and teaching delivered to enhance the student experience, and institutional engagement with business and the wider community is facilitated.
4. Investment Strategy 

JISC invests approximately £120 million per annum in its activities. JISC core funding is provided by the following bodies for post-compulsory education (HEFCE, SFC, HEFCW, DCELLS, DEL Northern Ireland). Funding is also provided by the Learning and Skills Council and the Research Councils for some of JISC Services and JANET. 

JANET and JISC funding is divided into the following investment areas :

i. Effective, creative approaches to teaching and an enhanced learning experience

ii. Increased research quality, creative and effective approaches to research

iii. Efficient and effective institutions

iv. Shared infrastructure and resources
The general investment criteria that JISC will apply to its activities are as follows:

f) The activity is ICT based;

g) The activity provides a UK wide benefit and adds value beyond that which could be achieved by institutions acting individually or collectively;

h) The activity is not possible, or is unlikely, without central support;

i) A clear output is delivered with demonstrable value for money.
5. Priority Investment Areas

JISC funds through thematic areas of investment that match the main concerns of the post-compulsory education sector, the funding councils and government. Its strategies are also influenced by global issues and concerns.

JISC recognises that educational institutions are at different stages in their evolution and their uptake of technology to support their strategic priorities, which are in general education, research and business and community engagement activity. 

It also recognises that there is a complex picture of activity in the sector and varied levels of adoption: some institutions are making a mature and embedded use of technology in particular areas, such as administrative systems, whilst not yet engaging in a sophisticated way with using technology to support learning, teaching or research. 

JISC balances the investment of its funding across a ‘spectrum of maturity’ ranging from

v. here and now (for immediate use by the majority of institutions); 

vi. on the horizon (work that will be of most interest to innovators and early adopters with more general take up in 2-5 years)

vii. beyond the horizon (longer term investment that may have impact in 3-10 years).

The aim of this approach is to provide services, advice and targeted funding at the right time to meet the needs of each institution and to move the sector forward as a whole system. JISC consults continuously with the sector in order to refresh its understanding of sectoral needs and re-focus funding as necessary.

JISC Strategy 2010-2012 will make increased investment in work that will demonstrate benefits in the ‘here and now’, that will achieve short term impact for the sector and areas that will promote efficiency and effectiveness in institutions. This will include the development of more environmental approaches to ICT which also achieve financial savings for the sector.

JISC will prioritise investment in areas that will offer significant benefits to the sector, in particular, helping institutions in four areas: how to offering an enhanced learning experience; more productive, efficient and globally- recognised research; more efficient business systems; and cost-effective shared national services.

i. Offering an enhanced learning experience

JISC will work through its services and others to provide expert guidance to teachers and to institutions on how to provide an effective e-learning experience to students. This will be supported by evidence of current and predicted future needs of learners, looking at diverse groups with varied requirements, including discipline differences. JISC’s advice will include the online experience, online support to students and on learning spaces. JISC will advise on support for lifelong learners. It will create guidance on tools to support online learning and innovative approaches to the provision of these tools in order to provide a flexible, customised offering. JISC will advise on processes for the development of curriculum that includes e-learning as a major component. It will put in place national programmes to provide quality online learning resources. It will continue to invest in the development of technical standards to support exchange of content between systems.

ii. More productive, efficient and globally- recognised research

JISC will develop programmes and services that will support an increase of the quantity of research in the UK. It will support the improvement of the quality of such research and appropriate quality measurement. It will develop an approach to research data management that is integrated with those of the research councils and others. It will develop technical standards that support sharing of research data and facilitate collaborative research. It will invest in key collections that underpin the UK’s knowledge economy and work with international partners in order to get best access to key resources for the UK research community. It will provide a high quality, reliable research network and key services such as access management.

iii. More efficient business systems

JISC will work with the sector and suppliers to develop approaches to more efficient business systems. This will include work to explore strategic approaches to technology planning, management and also implementation using approaches such as Service-Oriented Architectures. JISC recognises that changes in technology and evolving business models will allow institutions to collaborate more effectively through out-sourcing and shared services, including the potential of Cloud Computing and Software as a Service. This includes making effective use of the range of offerings including commercial offerings as well as services offered by institutions in the sector. More flexibility in systems will allow institutions to respond more readily to future requirements and changes in institutional priorities and to open up formerly internal services to accommodate new, remote users. JISC will help institutions to share good practice and to pool efforts including engagement with systems’ suppliers and open source solutions as appropriate.

iv. Cost-effective shared national services:

JISC has a long history of developing shared national services, such as the JANET network and its range of services. JISC will continue to invest in the ongoing development and updating of its current service provision in order to increase their efficiency and effectiveness. On going investment in JISC’s infrastructure (or Information Environment) will continue and work such as the Open Educational Resources programme will help to establish priorities for large-scale, national infrastructure with multiple content and service providers.

The table below gives an overview of the main priority investment areas for JISC in 2010-12. Each will be planned through a combination of the mechanisms outlined above in order to achieve maximum impact in the sector – through programmes, services, community engagement, and so on. Each investment area has objectives that will deliver against the objectives of this Strategy.
Investment area one: effective, creative approaches to teaching and an enhanced learning experience

	here and now 
(for immediate use by the majority of institutions)


	on the horizon 
(work that will be of most interest to innovators and early adopters with more general take up in 2-5 years)


	beyond the horizon 
(longer term investment that may have impact in 3-10 years)



	Examples of effective practice in open educational resources
Guidance on the changing needs of learners and teachers
Recommendations about 
learning spaces
	Curriculum design and delivery

Distributed collection of open educational resources

Information literacy


	Network services to support exchange of data between e-learning systems




Investment area two: increased research quality, creative and effective approaches to research
	here and now 
(for immediate use by the 
majority of institutions)


	on the horizon 
(work that will be of most 
interest to innovators and early adopters with more general take up in 2-5 years)


	beyond the horizon 
(longer term investment that may have impact in 3-10 years)



	High speed networks to support research

UK component of European 
Grid infrastructure and High 
Performance Computing

Support for research data management
	Support an increase in the quantity of research in the UK

Support the improvement of the quality of such research and appropriate quality measurement

Develop an approach to research data management integrated with research councils and others

Develop standards to support sharing of research data

Develop a community of support for Virtual Research Environments
	Provision of technology that can change the way in which research is done and thus enable new research




Investment area three: efficient and effective institutions
	here and now 
(for immediate use by the 
majority of institutions)


	on the horizon 
(work that will be of most 
interest to innovators and early adopters with more general take up in 2-5 years)


	beyond the horizon 
(longer term investment that may have impact in 3-10 years)



	Advice on the strategic management of technology

Advice on outsourcing and shared services  - including recommendations for use of ‘The Cloud’
Leadership on Green Computing and environmental sustainability

Examples of changing ways of working

Case studies and guidance on ICT-supported relationship management (students and other ‘customers’)
	Cost-effective institutional ICT systems 

Examples of institutional innovation supported by technology

Extension of JISC activities to support business and community engagement (employer engagement, open collaboration, relationship management, etc.)

Guidance on good practice in information management
	New models for institutional provision of learning, teaching,  research and third stream using technology as an enabler for improved processes and increased efficiency




Investment area four: Shared infrastructure and resources

	here and now 
(for immediate use by the 
majority of institutions)


	on the horizon 
(work that will be of most 
interest to innovators and early adopters with more general take up in 2-5 years)


	beyond the horizon 
(longer term investment that may have impact in 3-10 years)



	Provision of the JANET network and the access management federation

Provision of a critical mass of Digital Content through 
Digitisation of content in the community and licensing research and learning resources

Leadership in Open Source and 
Open Standards

Guidance on sustainable business models

Specialist advice on information management standards

	Investment in interoperability and content standards

A populated infrastructure to support the open sharing of all kinds of content generated by  JISC Community

Development or brokering of priority Shared Services to support the sector

Guidance on the future of the library and library systems
	Investment in semantic web technologies

Technologies and policies to support distributed approaches to services and resources including Grid, Cloud, Software as a Service, Infrastructure as a Service, Shared Services


6. How JISC Invests

JISC invests in the sector through the following activities: 

viii. Services 
JISC funds advisory and support services across a range of topics to provide guidance on strategic, technical and legal issues related to the use of ICT. It also funds services that provide infrastructure and deliver content to the sector; the latter add value through expert advice in the use of the content in teaching or research. JISC works through a small number of key organisations to deliver infrastructure and resources. Its major delivery partners are JANET UK, JISC Collections, JISC Services Management Company, the Regional Support Centres and JISC data centres. 

ix. Innovation programmes 
These have some or all of the following components:

j) Provide strategic investment for change in key areas of concern for the sector. A programme will often consist of a number of ‘on the horizon’ projects, where institutions compete for funding that will enable them to make a change to their current systems or processes. This funding allows them to demonstrate effective practice to other institutions. The programme will be supported by sophisticated evaluation activities, by more investigative activities that may be more experimental and relevant studies to support the projects. An example of this is the Institutional Innovation programme. The benefits of JISC programme investments are realised through planned communications and supported take-up activities.

k) Human Networks of ICT practitioners: a significant number of researchers, developers and managers are employed in the sector to work on JISC programmes. JISC’s programmes work as a whole to develop a network of innovative practitioners who work together to support effective practice in the UK post-compulsory education sector. These practitioners are brought together virtually, through online communication tools, and also through face-to-face meetings, workshops and other events. They are perceived as important change agents in the sector. They are supported by experts drawn from the sector, JISC’s Innovation Support Centres and other centres of expertise.

l) Collaborative strategic leadership – strategic investment in activity where leadership is needed in an area of key concern for the sector and the UK higher education system, such as the Strategic Content Alliance and the e-Framework. Such an initiative will sometimes precede a programme as it is often about raising strategic issues to a national or international level of awareness, gathering impetus between a shared strategic agenda. An initiative will often require only limited financial investment but create significant impact and is often supported by a programme.

m) Research studies - JISC invests substantially in research studies that provide the sector with information about the state of the art in key areas, such as technical standards, new technologies, user needs – for example the ‘Google Generation’ report (2008). Studies also provide rigorous evidence to support further investment decisions by JISC Board and sub-committees.

Investment Process

The sector and funders feed in issues to the Board and JISC sub committees. The committees agree priorities and allocate appropriate funding. The executive agree the most appropriate methodology for addressing the issue, working in partnership where appropriate. Depending on the nature of the issue, one of JISC’s existing services is funded to deliver the support or a grant funding call is issued inviting institutions to bid for project funding to address the issue. All activities are monitored, evaluated and reviewed. This feeds back into more development or service activities, into policy and strategy for new activities, and defines communications and embedding activities. Communications and embedding of outcomes and outputs takes place and feeds community responses back into policy and strategy. 
The diagram below demonstrates this process. 

JISC maximises its return on investment through a structured communications strategy that identifies how its outputs can address key strategic issues facing institutions, targeted at all management levels and for different types of practitioner. It is developing market research capabilities to better understand the needs of all parts of the community and to feed these into its planning processes.

Together these activities deliver the following outcomes:

x. to continually enhance national infrastructure to support the activities of institutions; 

xi. to enhance capacity, knowledge and skills in the sector to enable positive and informed change; 

xii. to provide guidance to the sector on ‘best practice’ models for using technology that can be used at departmental, institutional, regional or national levels; 

xiii. to provide strategic leadership to the sector and other bodies in specialist areas and influence national and international agendas.

Maximising investment

The impact of JISC’s funding is seen throughout the post-compulsory sector. Its services and collections are used by all UK colleges and universities, where estimated annual savings exceed £40 million. Most institutions have drawn upon additional JISC funding in order to help them to innovate. Its innovation programmes have invested funding in over 170 institutions in the last five years.

JISC will look to ensure the value of its investments are maximised through the following mechanisms:

xiv. Helping the sector to use JISC’s outputs: 
JISC needs to increase the impact of its work in the sector. Recent investments have produced high quality case studies, software, toolkits and recommendations for change that offer positive benefits to the sector. Many programmes produce valuable products and recommendations that do not reach the wider community. JISC will prioritise efforts to ensure that it increases the impact of its investment through improved communications and benefits realisation (supported take up of new approaches). This will involve working through JISC Services and in partnership with other organisations, such as the Leadership Foundation and the Higher Education Academy.

xv. Building capability for innovation in institutions: 
adapting technology to support institutional systems and processes requires good planning and implementation practices to support programmes of change. JISC recognises the importance of good practice in these areas and through its service JISCInfoNet it supports the sector in good project and portfolio management. JISC uses the government-approved methodology Managing Successful Programmes to design its large scale change programmes and also trains project leaders in project management. There is a need to explore the take up of project, programme and change management techniques within the sector.

xvi. Understanding user needs and changing technology: 
users of systems are changing and systems and processes need to evolve in order to respond to their needs. JISC will build on the high quality research that is has commissioned into the needs of learners, researchers and future generations of researcher and increase its focus upon the needs of teachers. JISC recognises that the technology context changes continually. It will focus increased effort on exploring how institutions and other organisations can make more effective use of new technologies to support their user communities. This will include exploration of informal content and user-owned environments;

xvii. Sustainability and new business models: 
in a world of increasing user requirement and embedding of ICT into practice, JISC recognises that issues of sustaining investment are an essential and growing challenge, both for institutions and for JISC itself. Institutions have reduced resources available to innovate and sustainability is a large part of this problem, JISC has developed a Sustainability Handbook in order to guide its projects and services through a set of sustainability processes. It will continue to work with expert organisations to investigate new and creative business models, to implement these models in its activities and to encourage their take up by institutions.

The innovation lifecycle

Innovation (or positive change) within the education sector operates through numerous lifecycles through an innovation lifecycle. Each institution takes its own approach to deciding how best to invest and at what point in its funding cycles. This may be a long process; five years of planning and investment may be required to change institutional systems and processes in order to make best use of the potential that technology has to offer.

JISC reflects this cycle of change. Its activities operate through a lifecycle of innovation. As the JISC funds both programmes and services, it is able to work with the education sector to look for trends and key influences that may affect the way that education and research are carried out, and respond to these through its activities. The JISC will capture the most relevant trends in technology, in institutional infrastructure, in learner, teacher and researcher behaviour and requirements. This happens at a macro level, in response to a large change in research assessment, for example, and at a micro level, for example to explore whether the JISC Services should adopt web 2.0 technologies.

JISC takes a balanced approach to promoting innovation. Innovation takes place in two areas – the JISC’s services and infrastructure and innovation within the sector. JISC Innovation programmes sometimes introduce new services and products, including advice and guidance. They also fund enhancements to existing services, as well as identifying needs for new services through interaction with the sector. Many of the innovation programmes that it delivers aims to enhance systems, processes and practices in the sector.

A distinction is also often drawn between incremental and radical innovation. Incremental innovation involves small improvements, which if engaged in continuously may result in significant changes. However each step is characterised by low risk and small gain. Radical innovation by contrast usually involves a break with the past, as for example advocated by business process reengineering. This carries higher risk, but with potentially greater gain.
In practice these are combined in different ways and can be set out in a four quadrant matrix


                           Software/Services
Diagram: Systems/ Practice/Process vs. Software/Service Innovation
In general, innovation investment has a balanced spread across this matrix. However, JISC’s emphasises “taking the risks that institutions would not normally take themselves” while institutions tend to be responsible for low risk incremental innovation. Overall, JISC Innovation seeks to balance its investment portfolio largely in the remaining three quadrants of semi-radical and radical innovation, with some activities attempting to support good practices and processes without significant change to existing software and services, while others seek to introduce innovative new services and software that fit into existing practices and processes without demanding significant change, although the majority of innovation efforts will require both in varying degrees.
JISC is in the unique position of being funded by and embedded within the adoption community it serves. This puts it in a position where it is more easily able to:
· Identify current and future needs of the community

· Study the current situation in which issues and concerns arise

· Survey and study emerging technologies, filtered by community needs

· Iteratively work with the community through the innovation development cycle with stakeholder input and feedback

· Pilot outputs and address identified barriers to adoption
All of these help to mitigate the risks associated with innovation. To take full advantage of JISC’s unique position, it needs to increase the balance of its resources that it puts into these activities, correspondingly reducing the number of projects that it funds. This will enable it to still cover the full range of risk in its portfolio, while increasing the likelihood of successfully realising benefits. The time to invest in innovation is during a recession so as to be well placed to make the most of the upswing when it arrives. So, while the appetite for innovation in the sector may be lower at the present, within a few years, it should be increasing again. This suggests that as far as possible JISC Innovation activities should maintain its risk profile.

7. Partners

JISC maximises its investment by working through partnership and collaboration. This includes working with partners and key organisations in the UK, in Europe and elsewhere to leverage influence on policy and standards agendas and develop shared strategic approaches and mutually beneficial investment strategies. JISC also works through less formal partnership and collaboration with key community organisations and with subject communities as appropriate. 

JISC will continue to promote mutually advantageous partnerships with organisations in the UK and abroad which promote the world class effectiveness of UK education and research through the practical, innovative and inspiring use of digital technologies. In managing its growing portfolio of partnerships, JISC will prioritise those partnerships that:

xviii. leverage JISC influence over important issues such as standards and policy at national, international and global levels; 

xix. support effective delivery of JISC strategy; 

xx. join up activities of the multiple organisations and agencies working towards world class effectiveness of UK education and research; 

xxi. promote good practice and understanding across education and research. 

JISC will actively engage with the IT industry on behalf of the sector and seek collaborations with the commercial sector, but will not enter into partnership with any particular supplier in order to retain its reputation for objective advice and impartiality. Partnerships with commercial associations, introducing commercial interests to JISC and vice versa, will be explored in order to increase common understanding, represent the needs of institutional stakeholders to suppliers, and foster potential joint activities.

In managing its partnership portfolio, JISC will see to reach an equitable sharing of costs, benefits and risks with its partners. Benefits to JISC will be evaluated with reference to principles established and continually refined in the light of experience. The aims and outcomes of JISC partnership programme remain essentially unchanged however: to maximise the benefits accruing to institutional stakeholders through engaging with the widest possible range of partner experience and best practice; and to maximise the influence that good partnership working is able to deploy on policy development at regional, national and international levels on behalf of UK education and research as a whole.
8. Measuring Success 

JISC recognises the importance of measuring and clearly demonstrating its progress against it’s overall strategic aims. A key component of this will be to identify how it is impacting on the sector. As such JISC is putting in place a series of measures and processes to achieve this.

Measuring success falls broadly into two main areas: what JISC should use as indicators of success; and what mechanisms it will use to gather the information needed, such as through programme evaluation, impact studies, longitudinal surveys and baselining. The Executive Summary to this strategy focuses on the first point in terms of the main impacts JISC will have on the sector in the period of this strategy, while this section focuses on the mechanisms through which JISC will gather information to measure success. 

JISC has the potential to impact the community through a number of different activities which all need to be considered, namely through its: 

xxii. project and programme activities (innovative/developmental work);

xxiii. services;

xxiv. communication and marketing;

xxv. initiatives and partnerships.

JISC will measure success using a mixture of qualitative and quantitative methodologies (through statistics, metrics, qualitative information, case studies, and illustrative examples). Some of our impacts will be immediate while others such as changes in practice or behaviour may take longer to realise. Some will be more tangible and directly measurable than others (e.g. those caused by JISC alone) while others several stages removed, often in partnership with other organisations, and hence more complicated to measure. Some will operate at the individual level while others more strategically with the magnitude of impact differing across audience types and not necessarily being proportional to the size of the audience being impacted.

Scaling-up from small pilots to achieving institutional or national take-up is a significant challenge. Change takes time – even proven technical innovations can take considerable time to be adopted by large institutions, as the strategic and cultural change is much slower. Key stakeholders need to take ownership – both institutions and key bodies need to take responsibility for moving forward technical innovations. JISC supports capacity building in the sector through large scale adoption programmes (e.g. the Institutional Innovation and Lifelong Learning programme), through dissemination, communication, benefits realisation and partnership activities.

JISC is continuing to develop better approaches to supporting wide scale adoption of new technical developments. All JISC projects are required to have support of senior management. They are also required to undertake stakeholder reviews, which includes identifying how they will engage senior managers. JISC evaluation studies have shown that projects that align with their institutional strategy and policy and engage senior managers are more successful and more likely to be embedded in the longer term. The same is true for projects that engage stakeholders at a national level. JISC is working with its advisory services and a range of partners depending on the nature of the activity to engage senior managers and practitioners across the sector. The lessons from JISC projects are systematically fed into future planning and briefings of previous work are published with each new call for innovation project funding. The outcomes from JISC programmes are frequently synthesised into briefings and papers aimed at a wide range of stakeholders, for example the recent technology-enhanced learning and teaching publication entitled Effective Practice in a Digital Age. 

While JISC will continue to develop reports that demonstrate value for money and economic impact, it recognises that a broader approach to measuring its overall impact and success is required given the complex nature and indirect impact of many of its activities. 

Consequently, JISC will adopt an approach to describing its impact and progress through narrative comprising case studies, examples, counter-factual arguments etc with supporting statistics where available, rather than trying to quantify the collective impact of its activities. Such an approach has been adopted successfully by a number of similar organisations, such as the Research Councils UK and UUK. JISC will agree how impact will be realistically measured and implement a strategy through which evidence is obtained systematically across JISC to demonstrate this.
9. Conclusion
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