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Institutional Exemplars Call 
Summary

G1. JISC invites proposals for institutional exemplar projects to undertake work in the areas summarised in the table below.
	Theme/ context 
	Description 
	Funds

	Institutional exemplars
	Projects to develop exemplar technology and practice solutions to large-scale institutional problems (in the areas of administration for teaching and learning and for digital repositories).
	Total funds: £1,400,000
4-5 projects 

£250,000 - £300,000 available per project

18 month duration


G2. The institutional exemplar projects represent a £1.4m initiative aimed at supporting existing institutional strategies by providing solutions to institution-wide problems, based upon proven practices, technologies, standards and services. The solutions will act as exemplars to other institutions by demonstrating innovation and good practice, and building knowledge and experience, which can be shared across institutions. 
G3. Projects must address problems under the following key areas of institutional concern:
· Institution-wide systems integration;
· Alignment of institutional strategy and policy development with the technologies that support educational processes;
· e-Administration;
· Sustainable development in higher education.  

Further information on the areas of concern can be found in the Terms of Reference and Deliverables sections of this call, and the Key areas of Institutional Concern section of the supporting briefing paper (available at Annex C).
G4. In this context, the problems are typically cross-departmental and cross-domain in nature (i.e. they are manifest across the traditional domain areas of teaching, learning and research), reflecting areas of concern that affect people, processes and the use of technology across an institution (or institutions, in a cross-institutional partnership).   
G5. For the purposes of this call, an exemplar project is considered to be one that develops a solution to a well-recognised institutional problem.  It must be able to be disseminated to the wider sector as an example of current best practice in the application of existing technology.  The call is not simply seeking proposals to develop proof-of-concept demonstrators.  Projects will be expected to support existing institutional strategic commitments and develop solutions that extend, enhance, and/or enrich institutional capabilities, and do so through the application of service oriented and open standards based approaches.  The issues addressed by the projects, and the context in which they operate, must be relevant outside of the originating institution(s), and the solution(s) must be of interest and transferable to the wider sector.
Background

G6. JISC’s Strategy 2007-2009
 sets out how its work will support the changing needs of institutions in meeting wider national priorities and the challenges of technological advance.  In particular, JISC’s fourth strategic aim promotes, “the development, uptake and effective use of ICT within institutions and in support of their management”. 
G7. In the current technical climate, there is an increasing use of coordinated and centralised ICT services.  Through these exemplars, JISC intends to build on its core services, programmes and other activities to continue to deliver considerable value to institutions by addressing their key areas of concern (see the supporting briefing paper, available at Annex C).  
G8. For many years JISC has been working with institutions to support their needs and help them innovate through services, programmes and other activities.  The institutional context is of vital importance for the outputs that JISC develops at a national level, or for a specific education / research requirement, in order that their benefits can be fully realised by the wider sector.  In this respect, JISC’s aim is to support both the strategic direction of institutions within a context of pervasive ICT, and assist them in effectively utilising technology to improve the effectiveness, efficiency and quality of their core processes – namely education and research – and their supporting administrative processes (including those dedicated to student support activities). 
G9. The JISC Integrated Information Environment (JIIE) committee
 and JISC Learning and Teaching (JLT) committee
 are the main funders of this initiative. In addition, the work programme of the JISC Organisational Support (JOS) committee should be considered of particular relevance because of its overall focus on the institutional perspective across traditional teaching, learning and research domain areas, and because its areas of interest include e-administration and institutional strategies.  The JOS committee’s strategic framework sets out a work programme across five themes, namely:

· The role of technology within the strategic management of institutions;

· e-Framework and architectures;

· Changing staff roles, relationships and associated skills;

· e-Administration;

· Business innovation.

Context
G10. The institutional exemplar projects are aimed at supporting existing institutional strategies by providing solutions to institution-wide problems, based upon proven practices, technologies, standards and services (see paragraph G20 and the supporting briefing paper at Annex C for further information on institutional problem areas).  These projects therefore require the active support of senior leadership within institutions (e.g. Head of Department, Registrar, or Pro-Vice Chancellor) in order to ensure that institutional issues are being successfully addressed, and that the project maintains relevance to institutional strategies.  

G11. Projects must not just investigate but implement technology, processes / practices, and standards that address their institutions’ problem(s). It is key that the project aligns with relevant institutional strategies and provides long term sustainable benefit to the institution(s). 
G12. JISC is keen to engage with and support senior institutional leadership in addressing their strategic problems and promoting solutions to the wider sector, and to this end, these projects will be promoted as exemplars of good practice and the effective application of technology to improve educational processes.  Projects must therefore also show how they can be taken forward as exemplar solutions, providing benefits to the wider sector.
G13. Projects under this call will focus on institution-wide problem areas that have been identified in consultation with a range of professional organisations that support the sector, such as UCISA
, SCONUL
, AHUA
, AUA
, ALT
 and AoC NILTA
, and informed by initiatives such as the Leadership Foundation, HEA e-Learning Benchmarking and Pathfinder projects, and the experiences of the Scottish Funding Council e-Learning Transformation projects.  
G14. JISC recognises that, like institutions, its activities have sometimes tended to be constrained by programme themes and departmental boundaries.  However, there is a need to address these whole-institution problem areas from a perspective that crosses the programme themes – and department domains – of JISC’s traditional focus (see Figure 1, below)
 to allow institutions to follow their own strategic drivers. 
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Figure 1 – The areas of activity in which JISC is involved

Outcomes and Benefits 

G15. The desired outcomes from these projects are:

· Improvements to the efficiency, effectiveness and quality of educational and administrative processes within the institution(s) related to key areas of institutional concern, outlined in the briefing paper available at Annex C; 

· Improved leadership to the sector in the role that technology can play in developing effective institutional strategies that address key areas of concern and align ICT with education, research and administrative policies;
· Institutionally-sustainable technological solutions to problems in key areas of concern, that are aligned to relevant institutional strategies and combine the open standards based and service oriented approaches of the e-Framework for Education and Research
;
· Enhanced capacity, knowledge and skills within the institution(s) and the wider sector in key areas of institutional concern.
G16. In addition, the projects will enable JISC to:

· Gain knowledge and experience of key areas of institutional concern from which informed decisions on future technical development projects can be made;
· Provide guidance to the sector on ‘good practice’ models for using technology to deliver institution-wide, cross-domain improvements in effectiveness and efficiency that can be used at departmental, institutional, regional or national levels.
G17. The range of desired outputs from these projects is outlined in the Deliverables section below.
Terms of Reference
G18. Funding of between £250,000 and £300,000 per project is available for up to five projects over 18 months commencing from September 2007 and completing no later than March 2009.  
G19. The projects sought under this circular will be expected to maximise institutional support by promoting joined-up inter-departmental teams – particularly across the domain areas of e-learning, digital repositories and e-administration – to address institutional strategic goals.  
G20. Projects must build upon on-going and existing activities and institutional commitments, and proposals should show how JISC funding will facilitate additional join-up across domain areas, and enable or accelerate the adoption of open standards based and service oriented approaches.  Activities may include (but are not limited to) one or more of the following:
· Institution-wide systems integration (and accommodation of institutionally-provided, shared and user-owned/supplied technologies and services).  For example, the convergence and integration of existing institutional systems (e.g. learning management systems, content management systems, student information systems, e-portfolios, and digital repositories), variously provided services, and user-owned technologies; to improve information workflows, teaching and learning practices, and encourage management and re-use of digital assets;
· Alignment of institutional strategy and policy development with the technologies that support educational processes.  For example, the revision of current technical structures to support alternative practices and workflows resulting from different pedagogic models, the revised management of the RAE, curation and preservation of digital assets, and the shifting balance between institutional and user-owned technologies.  Also migration strategies for key institutional systems (e.g. Virtual Learning Environments to Technology-Enhanced Learning Environments
);
· e-Administration.  Institution-wide, cross-departmental, implementations of administration systems to improve the support of teaching, learning and research. For example, the submission of research papers and related administrative information links into an institutional repository, the requirements of e-assessment, or the integration of processes and management of information to support academic activities.  Such enabling systems should also consider issues of security and the management of access to resources;
· Sustainable development in higher education.  Development of institutional culture and practice to enhance the take-up and embedding of sustainable approaches and energy efficient technologies in institutions.
General Expectations

G21. Projects are expected to allocate 10 person-days per year to engage in activities that support JISC programme-level work. In particular, all projects are expected to: 

· Be aware of, and where appropriate, work closely with other related JISC-funded projects;
· Make available appropriate senior management representatives from the lead institution to fully engage with other projects and with JISC programme-level activities;
· Attend relevant groups and other appropriate meetings.

The JISC programme manager will provide guidance to funded projects on which meetings and other projects are likely to be relevant.

G22. Proposals need not necessarily come only from single institutions – real, established, cross-institutional partnerships could also provide an appropriate testing ground for these projects.  
G23. Proposals must demonstrate significant leadership from one or more senior manager(s) within each involved institution.  

G24. Proposals must concentrate on the administration and integration of institutional systems, and the development of institutional culture and practice.  To that end funding will not be provided to offset the costs of large-scale technical infrastructure deployment.  Projects are expected to focus on how systems can be developed applied and run in real institutional context in support of the institution(s)’ strategic aims.

Deliverables 

G25. Each project is expected to deliver : 
· Real in-service exemplar(s) of institution-wide systems addressing key areas of concern, as outlined in the briefing paper available at Annex C;
· Exemplar(s) of JISC-funded models, Services and/or development programme outputs being used to deliver value to institutions (see the Relevant Programme Outputs and Services section in the supporting briefing paper, available at Annex C);  
· Exemplar(s) of successful technology-assisted change in practices and processes across departmental boundaries;
· Feedback on the implementation of institution-wide systems using service-oriented approaches (see the Technological Approaches to be Employed section of the over-arching circular document), including the effectiveness, and further refinement and development, of e-Framework domain maps and service models;
· Dissemination material to be shared with the wider sector, forming the basis of good practice advice and guidance on technology interventions that address key areas of concern.
G26. In addition, the following outputs are expected from projects addressing particular areas of concern.  A single project is not expected to deliver all of these outputs, however proposals should consider whether and where they are able to combine initiatives in order to provide exemplar(s) (and contribute to best practice advice) across a number of cross-institutional areas – thereby maximising the impact and benefit to their institution(s) and to the wider sector:  
· Exemplar(s) of good practice in planning and executing institutional systems integration, including also innovative business practices that facilitate shared provision of education, research, and support services and resources across and between institutions, and integration with user-owned technologies that facilitate widespread personalisation of services for end-users;
· Exemplar(s) of technology interventions that support key institutional processes, aligned with institutional policies and strategies;
· Exemplar(s) of institution-wide administration systems that improve the support of teaching, learning and research; also cross-institution application of identity management, facilitating wide, secure access to institutional and national resources;
· Exemplar(s) of institutional culture and practice enhancing the take-up and embedding of sustainable approaches, energy efficient technologies, and other aspects of sustainable development.
Structure of Proposals

G27. The structure of proposals is set out in the main text of the circular. Within their proposal, bidders should: 

· Clearly articulate the institutional business case for the project and alignment with relevant institutional strategies, by completing and submitting the espida impact scorecards
 (available at Annex B). This should be attached as part of the proposal appendices and will not count towards the 10 page limit for bids;
· Demonstrate that the project will build on an activity with existing institutional strategic commitment, and take it further.  Specifically, proposals should provide evidence that their institution(s) is/are committed to, and can do, what’s being proposed.  It may be that the activity is already taking place in a limited way, but that JISC funding would enable it to be taken further and/or made more relevant to other institutions in the wider sector;
· Provide lists of practice, standards, technologies, etc. that are ready to use, and JISC Services and development programme outputs that are intended to be incorporated into the context of what the project is proposing to do.
G28. Proposals must also demonstrate how they plan to sustain the technology, systems or processes for the minimum of 12 months after the end of project funding.
Eligibility

G29. Proposals may be submitted by any UK HE Institution and by FE institutions in England that teach HE to more than 400 FTEs, as this particular initiative is funded by HEFCE, SFC, HEFCW and DEL (Northern Ireland).
G30. Bids involving Welsh institutions should address one or more of the priorities outlined in ‘Reaching Higher’, the Welsh Assembly Government’s strategy for the HE sector
. These priorities include: the improvement of institutional efficiency through cost reduction; the generation of increased income; multiplier gaining through collaboration; and the building of capacity in Wales. More specifically, proposals are welcomed that seek to address the promotion of research capacity, the provision of additional capital investment for leading edge technologies and the development of e- and distance learning.

G31. Bids involving Scottish institutions should take account of the principles underlying the Scottish Funding Council’s e-transformation project scheme
 by clearly demonstrating the potential for embedding innovation in mainstream activities and achieving sustainability through efficiency gains and/or improvements in quality of function. 
Submission of Proposals

G32. Information on the bidding process and submission of proposals is set out in the main text of the circular. Bids in response to this call for projects should be sent to exemplars-bids@jisc.ac.uk, with the name of the lead institution in the subject line. If more than one bid is submitted by an institution, these must be submitted in separate messages.

Further Information

G33. This call is supported by a briefing paper, available at Annex C.
G34. All general enquiries regarding this appendix should be sent to Craig Wentworth (tel: 07841 951 304; email c.wentworth@jisc.ac.uk). 
G35. Any enquiries regarding the proposal submission process should be sent to Elizabeth Lathwood (tel: 0117 931 7277; email: e.lathwood@jisc.ac.uk).
JISC Executive

April 2007
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 Capital Programme


	Name of Capital Programme:  
	Institutional Exemplars Initiative

	
	

	Name of Lead Institution:
	

	Name of Proposed Project:
	

	Name(s) of Project Partner(s):


	

	Full Contact Details for Primary Contact:

Name:

Position:

Email:

Address:

Tel:

Fax:

	Length of Project:
	

	Project Start Date:
	
	Project End Date:
	

	
	

	Total Funding Requested from JISC:
	

	Funding Broken Down over Financial Years (Mar–Apr):

	Apr07 – Mar08
	Apr08 – Mar09

	
	

	
	

	Total Institutional Contributions:
	

	Outline Project Description



	I have looked at the example FOI form at Appendix A and included an FOI form in the attached bid (Tick Box)
	         YES
	            NO

	I have read the Circular and associated Terms and Conditions of Grant at Appendix B (Tick Box)
	         YES
	            NO


Annex B
espida – Impact Scorecards 
espida
 developed by the espida project, is an approach to help the proposer and decision-maker (or funder) enter into an effective dialogue about the character of outcomes (be they positive or negative) that an investment can bring to an organisation. It frames proposals within an investment context that is directly aligned with the strategic goals of the organisation and offers a realistic approach to understanding and communicating intangible value and risk.  The scorecards (found in this annex), training exercise and handbook for espida can be also downloaded from http://www.gla.ac.uk/espida/model_download.shtml. 
To support the use of the espida impact scorecards, a workshop session will be held on 9 May 2007, 
as part of the Capital Circular Briefing Day.

The impact scorecards are being piloted with this call as part of the bidding and evaluation process. The impact scorecards will help inform the bidding and evaluation process by:

· Highlighting the strategic relevance of the proposed project to the bidding institution;
· Indicating the maturity of thought and planning behind the proposal;
· Providing an approach to aid bidders in planning and articulating their proposal in order to demonstrate its benefits both to the funders and the institution.
The impact scorecard will be considered as part of the first three evaluation (Fit to Programme Objectives; Robustness of Workplan; and Engagement with the Community) criteria by markers in the evaluation process.
Bidders should complete each of the impact scorecards and attach these as an appendix to their proposal.
There are four Scorecards that the espida project developed for the University of Glasgow. Each scorecard details the objectives of one of four perspectives (customer and external stakeholder; innovation and development; business process; and financial). As the project was being undertaken, the University of Glasgow was carrying out a strategic review and this presented an opportunity to engage with the architects of the new Strategic Plan to develop the objectives within each perspective. A great deal of time was taken to ensure full alignment between the new plan and the investment context described in the Scorecards. The following Scorecards reflect the aims of a research-intensive higher education institution (namely the University of Glasgow). While some of the objectives may not have relevance to other institutions, it is anticipated that they should cover the objectives of the majority of institutions and for the purposes of submitting proposals to JISC, bidders should stick to the objectives provided on the score cards. These may be annotated to reflect any points bidders wish to make about the relevance in their case.

Bidders should note that within the espida approach it is not necessary (or desirable) to attempt to indicate outcomes under each of the 22 objectives and they should concentrate on those objectives that their bid addresses.  Again bidders should note that although the scorecards have room for two outcomes under each objective institutions may change this, removing surplus ones and adding extra ones as their bid requires.  It would be very helpful however if the objectives remained in the same order as they are on the impact scorecards below as this will assist evaluators when they are considering and comparing proposals.
Definition of Terms
Outcome
A description of the proposed outcome for the particular objective.

Outcome Indicator
This is an indication of how it shall be known that the outcome has come to pass. 

Category 
This suggests the degree of outcome proposed. This can be ‘primary’, ‘secondary’ or ‘additional’. 

Likelihood 
The likelihood of impact coming to pass is measured as: low (<25%), medium (25-75%), or probable (>75%).

+/-
Is the proposed outcome a positive or negative one?

Timescale 
The return can be in the short-term, mid-term or long-term.

Longevity
This field indicates if the outcome will be short-lived or remain in place for a longer time period. There are no definite categories for this characteristic.

	Customer and External Stakeholder Perspective 

The contribution that will be made to satisfying the needs and aspirations of a wide range of types 
of external stakeholder and thereby enhancing the reputation and standing of the University.



	
	Contribution to:
	Outcome
	Outcome Indicator
How will you know that it has happened?
	Category
	Likelihood
	+ / -
	Timescale
	Longevity

	C1
	Enrichment of local, national and international culture, the community, and a reflection of these within the University
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	C2
	Recognition of, and confidence in the University’s brand and a reputation as being among the best Universities in the world
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	C3
	Strong customer satisfaction and high quality service delivery (students, parents, public, etc.)
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	C4
	Academic attractiveness to potential students, staff, academic partners and funding agencies
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	C5
	Commercial attractiveness to potential sponsors and collaborators
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	EVALUATORS’ SUMMARY
	


	Internal Business Process Perspective 

The contribution that will be made to the way that the University does things and its 
capacity to change and/or expand to take advantage of new opportunities.



	
	Contribution to:
	Outcome
	Outcome Indicator
How will you know that it has happened?
	Category
	Likelihood
	+ / -
	Timescale
	Longevity

	P1
	Information accessibility and open communications with staff and customers 
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	P2
	Operational efficiency and productivity (within existing resources)
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	P3
	Effectiveness of decision making and responsiveness of leadership
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	P4
	Process potential and organisational flexibility to take advantage of future change
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	P5
	Compliance with legislation and regulation
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	EVALUATORS’ SUMMARY
	


	Innovation and Development Perspective 

The contribution that will be made to the intellectual capital of the University and to a 
working environment in which the generation of new ideas is the norm for both individuals and groups.



	
	Contribution to:
	Outcome
	Outcome Indicator
How will you know that it has happened?
	Category
	Likelihood
	+ / -
	Timescale
	Longevity

	I1
	Intellectual capital of staff and the organisation through internal generation or external procurement
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	I2
	Motivation, fulfilment and satisfaction of staff and development of a climate of continuous improvement
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	I3
	Quality and potential of research activities and outputs
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	I4
	Quality and potential of teaching
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	I5
	Responsiveness to change (flexibility and ability to manage change)
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	EVALUATORS’ SUMMARY
	


	Financial Perspective 

The contribution that will be made to the 'bottom line' of the University, either through 
revenue generation or savings in operating costs.



	
	Contribution to:
	Outcome
	Outcome Indicator
How will you know that it has happened?
	Category
	Likelihood
	+ / -
	Timescale
	Longevity

	
	Income Generation through:-
	
	
	
	
	
	
	

	F1
	selling assets 

	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	F2
	licensing/rights to assets
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	F3
	teaching and research
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	F4
	contracts, grants, fees, donations
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	Cost Saving in relation to:-
	
	
	
	
	
	
	

	F5
	labour, time
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	F6
	space 
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	F7
	direct expenditure
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	EVALUATORS’ SUMMARY
	


Annex C
Institutional Exemplar Briefing Paper JISC Circular 01/07
Supporting Information for Bidders

1. This briefing paper outlines a range of current JISC activities and relevant technological approaches which should be considered as useful background material by bidders preparing proposals in response to the call for institutional exemplars.  
2. It also provides more detailed definitions of the ‘key areas of institutional concern’ referred to throughout the call. 
Key areas of Institutional Concern 
3. The institutional exemplar projects will work on solutions to institutional problems drawn from one or more of the following areas: 
a) Institution-wide systems integration;
b) Alignment of institutional strategy and policy development with the technologies that support educational processes;
c) e-Administration;
d) Sustainable development in higher education.
a) Institution-wide Systems Integration

4. Proposals should demonstrate how their proposed solution will contribute to improving the efficiency, effectiveness and quality of education, research and administrative processes through the use of ICT.  Bidders should consider the following areas and issues: 
· Systems integration.  In the current political climate, institutions are being forced to consider how they can operate in a more business-like manner.  Super convergence refers to the practice some institutions are considering to converge both their systems and their services to make efficiency gains, and improve the effectiveness and quality of their education and research processes.  
· e-Framework.  The e-Framework for Education and Research
 is designed to provide a means by which institutions can ensure that the components of their ICT systems (library, MIS, VLE, etc.) interoperate, and that their development is driven by strategic need rather than by purely technical considerations or short term expediency.  The benefits of such a service oriented approach are potentially significant in terms of better value for money when purchasing or developing ICT systems, and the increased ability of institutions to plan effectively and adapt or change their systems to meet changing priorities.  JISC’s engagement with the ICT industry, through the e-Framework initiative, provides a platform through which institutional needs for pragmatic solutions to real system integration can be explored.  
· Domain mapping.  JISC recognises that there cannot be one system, or one model or processes, which fits all institutions.  However there is value in mapping the plurality of approaches and determining where commonalities exist and can be exploited.  Maps of process and function domains provide material which can be used by institutions to explain to software developers and JISC where their pain points are in the context of business processes, and hence where the application of ICT may alleviate burdens and innovate practice
.  They may also help institutions and JISC to identify, clarify and validate emerging problem spaces and investigate pragmatic approaches to working with vendors that have established a strong presence in institutional infrastructures. 
The JISC Organisational Support (JOS) committee, JISC Learning and Teaching (JLT) committee, and JISC Integrated Information Environment (JIIE) committee – through its sponsorship of the e-Framework programme – are each supporting coordinated projects which are seeking to develop existing work in this area.  Projects could provide useful information to feed into these activities, and also benefit from the knowledge gained to date
.
· Enterprise architectures.  Institutional strategies can be supported through the development of architectures that describe how core education business processes operate.  There may be benefits from exploring how the business-oriented concept enterprise architectures 
 may be adapted to apply to education institutions.  They could help an institution align its functions and processes with its ICT development and deployment – joining up previously disparate areas of technology and practice in pursuit of business goals, and potentially engaging more effectively with technology suppliers, JISC services, and the outcomes of JISC development programmes.
· Personalisation.  There is often a gap between institutional and individuals’ expectations of pervasive computing and personalisation.  These need to become better aligned so that institutionally-hosted, third-party supplied and user-owned technologies are better integrated (and in a scalable way) to support overall, end-to-end educational processes and new ways of working.   There is an increasing demand for the personalised delivery of services (by the user, not just for the user – the latter often focusing predominantly on institutional / provider convenience as much as, or more than, end-user / consumer need)
.  In addition, core institutional systems are coming under increasing pressure to expose aspects of their interfaces and accommodate integration with user-owned technologies that can enhance and enrich the services available to roaming users, thereby supporting flexible ways of working remotely and across institutional boundaries (for learning, teaching, research collaboration and resource acquisition, etc.).
· Shared services.  Following the release of the Gershon efficiency review
 and the KPMG report for HEFCE into the potential of shared services in higher education
, the need for institutions to seriously consider the development of shared services has never been pressed so heavily – and indeed many institutions are reportedly already engaged in the shared services marketplace.  Shared services may provide ways of converging and/or streamlining institutional functions such that the required functionality is delivered more effectively and efficiently.  However, it is important to ensure that the business models and approaches to sharing are appropriate to the education sector, and that the cultural impact of shared services implementation is properly considered.  
A shared services strategy may be pursued in tandem with a convergence policy facilitated by institution-wide systems integration, and can be achieved in a variety of ways: by exploiting intra-institutional expertise; and/or through collaboration between other educational institutions or commercial partners outside of the organisation.   
Candidate services may include access to researcher-focused resources and learning management systems, as well as support services.  Projects should consider existing, as well as proposing new, instances of shared or centralised service provision or brokering, including the use of JISC Services where appropriate. JISC has been developing the concept of shared services and shared infrastructure since the late 1990s and, in particular, as part of the Information Environment.  Using JISC services in this manner is likely to entail some engagement with the Information Environment standards
.  A number of shared infrastructure services have been developed and might be relevant to projects, and these are listed in the Relevant programmes and services section of this briefing paper.   
· User-owned technologies.
  These have sometimes been referred to as ‘disruptive technologies’ because of their tendency to disrupt the status quo during early introduction.  However, where end user demands are incorporated into the requirements for institutional systems, thereby working to support any shift in the ‘locus of control’ between institution and individual, such technologies (and their attendant changes in practice) can be harnessed to improve end-to-end systems and the services they provide.
User-owned technologies such as Web 2.0 and social media software products and services often lack the robust service-level agreement approach required by institutions in order for them to be incorporated into any end-to-end service they deliver to their end users.  There may be opportunities to pursue ‘business grade’ licensing for such products (guaranteeing reliability, availability and security of data) so that user-owned technologies supplied by such vendors may be accommodated when considering integration approaches for institutional systems.  
Conversely though, there may be occasions where a tolerance for lower levels of ‘robustness’ is required in order for institutions to take full advantage of widespread use of new technology and practices already embraced by their end user communities.  A flexible framework approach to the exposure of institutional elements in ways that can be exploited by (or ‘mashed-up’ with) user-owned technologies (such as access to institutional resources for user-supplied e-portfolio platforms or personalised environments) may provide an appropriate level of integration at the fringes of institutional boundaries. 
b) Alignment of Institutional Strategy and Policy Development with the Technologies that Support Educational Processes
5. Proposals should demonstrate that not only are their project goals in alignment with institutional strategies, but also that their project team is ‘plugged in’ to the senior management in the institution(s) and is able to draw on significant and active support in the development of solutions that deliver institutional benefits (which, in turn, will be of relevance to the wider sector).  Some of the issues pertaining to ICT support of institutional strategy development, transformation and the management of culture change within institutions are outlined below. 
· Strategic understanding of ICT, and senior management buy-in.  The level of understanding of ICT at a senior strategic level in institutions is sometimes detached from practical implementations and their implications, slowing down projects aimed at integrating systems and the change management processes they entail.  This can also adversely affect the quality of information governance in some institutions (and ICT projects often present the highest levels of reputational, financial and operational risk).  Improved interaction between institutional senior management and those responsible for delivering improvements through the application of technology can lead to a better understanding and interpretation of institutional concerns by ICT development teams; and a greater awareness in senior management of the role technology can play.
· Sharing good practice.  Senior managers in institutions are aware of the high amount of risk commonly associated with their investment in large-scale ICT projects and there is a need across the sector for good business intelligence with which to develop integrated strategies, make sensible risk assessments, and make funding decisions in respect of future ICT planning. 
There are many sources of good practice which can be shared in order to build a collective knowledge base in key areas.  Institutions should be encouraged to exploit opportunities to collaborate in a spirit of cooperative competition; to talk to each other and share experience about the effective deployment and integration of large-scale ICT systems.  In addition, a focus on improving ‘business intelligence’ through the application of knowledge management and data warehousing techniques, and information sharing between institutions, may enhance a national picture and facilitate greater understanding of ICT for planning purposes. 
The 1997 Dearing Report from the National Committee of Enquiry into Higher Education
 and the JISC ASSIST project on the cost of networked learning
 highlighted the need for institutions to foster the development of ‘hybrid managers’ – i.e. technology-aware people who know how to run institutions.  Information and ICT services are generally not at the top table in institutional management, which can affect their ability to make a strategic input.  Sharing good practice between ICT and non-technical managers, and promoting key issues amongst the stakeholder communities, can help to align business and technology interests in ways that lead to better integrated strategic thinking and planning processes.
· Cultural change.  The integration of institutional systems will require traditional system ‘owners’ to change their role in order to deliver a component of an overall institutional system / service to stakeholders, and end-users’ expectations and experiences also need to be taken into account to minimise the risk of developing technologically manageable, yet practically unusable, integrated systems.  The human / cultural side of this change, and the design of appropriate procedures and processes, needs to be supported as much as technical frameworks.   
c) e-Administration

6. Proposals should demonstrate how the project goals will lead to improvements in the efficiency and/or effectiveness of institutional administrative procedures.  

7. e-Administration can be defined as the managed approach to the coordination and effective control of business processes and the electronic information they create
.  As such, it has two fundamental objectives: to increase the efficiency and effectiveness of administrative processes within institutions, and to lessen the administrative burden faced by all staff whilst achieving this – thereby allowing them to make a greater contribution to their institution’s core business (of education and research).  Some of the issues related to effective e-administration development and deployment – impacting both on the central administration of the institution, and also on individual teachers, researchers and learners – are outlined below:

· Workflow.  The process of creation, management, movement, storage and disposal of the internal information created by an institution during the course of its routine business is now recognised as a strategic priority for all institutions, and is an increasing priority for the JISC.  
· Internal drivers.  For example, expansion in terms of institution size and complexity, or scarcity of resources.  Resourcing has become a key issue in relation to realising the full benefits from (and meeting expectations of) investments in technology.  Sustainable business models need to take account of two key issues: the total (staff) cost of deployment and realising benefits, and an appreciation of overall value delivered as a result of the technological change.  Institutions’ expectations of efficiency, effectiveness and quality improvements will require additional resources (especially people) to deliver, when there are pressures on institutions to make reductions in that area.  The value of ICT investments is not commonly understood by institutions and they are often not seeing, or at least not recognising, savings in related areas that reflect the significant deployment of resources in pursuit of their strategic goals.  Technology interventions to support administration processes may address ‘pain points’ and relieve burdens that free up staff time to devote to their core education business functions (i.e. education and research).
· External drivers.  For example, increased regulation and audit, the Freedom of Information Act, other legislation, etc.  Institutions can be unsure how best to respond to external factors which impact on their core business of education and research (for example, HEFCE’s shared services agenda
 and the impact of the EU initiatives, such as the Bologna process
).  Institutions’ processes also need to demonstrate greater corporate awareness of, and compliance with, legislation on (amongst others) freedom of information, data protection, intellectual property rights, copyright, and security.  An integrated strategic approach to these drivers is needed, as are integrated administrative systems which can help support appropriate change management processes and compliance procedures.
· Security and the management of access to resources.  As the role of central departments (such as the Library) change in response to digital developments, there is an emerging need for institutions to curate a wide and diverse range of resources and manage remote and distributed access to them.  This requires arrangements to support appropriate levels of security and identity profiles, including access for potential external research and teaching partnerships.  This in turn involves the need for policies and strategies to be developed that determine what access conditions should be applied and for service integration to be supported.  For example, resources need to be made available to specific departments and their research system(s) or virtual learning environment(s). 
There will be requirements to support processes that ensure resources are kept and managed from across the institution, and to ensure that identities to support access and use across the institution are also managed.  Amongst other things, resources might be part of an examination process (e.g. dissertations) or part of a research review (e.g. an article / conference paper).  Therefore it is important that these administrative functions are supported seamlessly with existing and newly emerging library functions.

d) Sustainable Development in Higher Education
8. Proposals should demonstrate that the project goals will support institutional embedding of aspects of sustainable development in the adoption of energy-efficient technologies, management of institutional estates, and/or the design and delivery of the curriculum.
9. Bidders should consider the energy efficiency and environmental impact of their proposed ICT activities in institutions.  Projects should look for opportunities to share good practice and support the development of good practice where none exists, and support more sustainable behaviour (such as low-environmental impact ways of working through virtual organisations and online collaborative environments, etc.).  
10. For some institutions, sustainable development is incorporated into their strategies or mission.  However, all institutions should consider how their proposals might make use of energy efficient technologies when supporting large-scale institutional initiatives. 
11. In addition to adopting sustainable ‘means’, projects may explicitly provide technical and/or administrative support for education for sustainable development activities that aim to deliver against an environmental sustainability strategic objective as their ‘end’ goal, potentially in support of an institutional commitment to business and community engagement; potentially in partnership with other organisations, such as the Higher Education Academy
.  These might include the development of pedagogy, curricula and extra-curricula activities that enable and encourage learners to develop the citizenship values, skills and knowledge that will help them to contribute to sustainable development in society.
Relevant Programme Outputs and Services
Shared Infrastructure Services

12. JISC has been developing the concept of shared services and shared infrastructure since the late 1990s and, in particular, as part of the Information Environment.
13. A number of shared services have been developed and are relevant to projects (some specifically to repository-orientated projects).  For example:
· the Information Environment Service Registry
, a central machine-readable registry of JISC Information Environment services and collections;
· the developing Information Environment Metadata Schema Registry
, which aims to develop a metadata schema registry as a pilot shared service within the JISC information Environment; 
· the UK Access Management Federation
, which provides a single solution to access online resources and services for education and research;
· the Sherpa Romeo database
, a publisher copyright and self-archiving site that  provides summaries of permissions that are normally given as part of each publisher's copyright transfer agreement.
· Jorum
, a free online repository service for teaching and support staff in UK further and higher education institutions, allowing them to collect and share learning and teaching materials.  Jorum is helping to build a community for the sharing, reuse and repurposing of learning and teaching materials, and stands as a national statement of the importance of creating interoperable, sustainable materials. Where projects produce learning materials, case studies and staff development materials as part of their deliverables, these must be deposited in Jorum, and bidders should familiarise themselves with the guidance for depositing institutions
. 
· EThOs
, the UK e-theses online service, which aims to enable learners, researchers and other end-users to search a UK Database of Theses and to access, from the desktop, the full text, in secure format, of electronically stored theses;
· the Depot
, which contains full-text post-print research papers, with associated metadata and subject classification;
· the OpenDOAR registry
, an authoritative directory of academic open access repositories.
Approaches to be Employed

User and Stakeholder Engagement

14. User involvement has been identified by the Standish Group as the single highest factor in software projects that deliver on time and within budget.
  These projects encourage the application of development models designed to increase the level of user and stakeholder engagement across institutions, thereby integrating the innovative development of technology with corresponding innovations in practices and processes. The aim is to ensure that technology is used effectively and efficiently in the support of user and institutional goals.
15. The JISC Users and Innovation (U&I) programme, for example, is piloting a development model
 that prioritises the needs of users in the implementation of technology and practice.  Its approach takes elements from established software development methodologies, particularly Participatory Design and Rapid Application Development, to facilitate greater collaboration between users, stakeholders and developers.

Next Generation, Emergent Technologies – Web 2.0 and Social Software
16. It is recognised that contemporary large-scale institutional systems may need to take account of the prevalence of user-owned technologies and demands for personalisation.
17. For the purposes of this circular, such emergent and next generation technologies are defined as those which are synonymous with the terms Web 2.0 and social software, and ubiquitous or pervasive computing through the use of diverse delivery platforms (such as those available to mobile devices). 
18. For guidance, the following series of characteristics can be said to identify these technologies:
· The web as a platform.  This allows an application to be delivered and used through a web browser; examples may include tools such as online word processors or spreadsheets;

· Things that think.  For example, embedding computers into the education or research environment through the use of commonplace mobile and/or entertainment devices, rather than requiring interaction with distinct computing objects – enabling people to interact with the technology naturally and casually wherever they are;
· An architecture of participation.  i.e. a system designed to encourage and support users contributing to it.  An example is the application of wiki software for the generation of collaborative documents;
· Data consumption and remixing from other sources, particularly user-generated data.  Often these are referred to as mash-ups
, where content can be sourced from third parties via an Application Programming Interface (API). There are currently a plethora of mash-ups to be found on the web, utilising for example, local directory listings, web-based mapping software, and photographic libraries to generate reviews of events or places;
· A rich, interactive, user-friendly interface, where the needs and perspective of the individual user are a priority;
· Elements of social networking.  Whilst not necessarily a requisite, the social elements of these technologies are important in facilitating engagement and generating user data.

Software Quality Assurance

19. The appropriate level of software quality or ‘robustness’ can be considered as being related to the stage of development that the tool in question has reached in the project lifecycle.  For example:
· Proof of concept or early-stage development of the technologies ‘in the lab’, potentially concentrating on paper pilots;
· Thereafter, pilot prototypes demonstrating applicability ‘outside the lab’ should constitute something that external users can play with even if they are not production-ready and/or can only cope with small-scale implementations. At this stage, the tool should be something that is able adequately to demonstrate that it is worthwhile to move towards the final stage; namely

· Production service (full implementation) is where the tool starts looking toward the business models needed for longer term sustainability and wider take-up.
20. Whilst the final outputs from the institutional exemplar projects should aspire to ‘production service’ quality, in order that their real in-service applicability can be demonstrated within an institution (and with potential for use in other institutions), it is anticipated that intermediate tools may be developed to lower standards of quality assurance, as appropriate.  The cost of, and process proposed for undertaking, the development developing software outputs up to a ‘production-service’ quality for release should be clearly identified in the project proposal.
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