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1 Overview of sustaining and embedding innovations
1.1 Key areas this guide covers

· Overview of sustaining and embedding innovations

· Changing people and culture


· Embedding or aligning  with strategies, processes, systems, initiatives and services
· Creating tools and resources

· Creating appropriate organisational structures 
· Becoming more business-like and entrepreneurial 
· Open approaches 

· Events

1.2 Rationale for this Guide
The rationale for producing this Guide is:
· A changing economic and funding climate will require HEIs and FECs to seek out opportunities to more fully exploit investment of time and resources in innovation projects, through e.g. collaboration, capacity-building, institutional embedding and generally maximising benefits from sector investments in innovations.  

· There has been too much re-inventing of the wheel in innovation projects across the sector and a better balance needs to be achieved between institutions experiencing innovation projects for themselves and learning from others (JISC have already done much to promote this through encouraging HE/FE collaborations, supporting a considerably greater degree of sector engagement with innovation projects and implementation of concepts such as CAMEL cohorts and Benefits Realisation activities). 
· There is increasing focus, at sector, institution and faculty levels, on return on investment and cost/benefits in relation to innovation projects. 

1.3 Stages of innovation – from invention to systemic
There is often a misunderstanding of the differences between invention and innovation and it is important to recognise that there are three key stages of innovation:
· Invention – this is about the generation of new ideas e.g. new ways of teaching and learning or new ICT solutions.

· Early Innovation – this is all about the early practical application of new inventions, often focused in specific areas e.g. a faculty or speciality such as distance learning or work-based learning. 

· Systemic Innovation – this is where an institution, for example, will aim to embed an innovation institutionally.  
In other words, project teams might well introduce new ideas for teaching and learning but the true “innovation” is about how these ideas go beyond the pilot/test phase and are applied and adopted appropriately throughout an institution. 
One could therefore argue, that sustainability and embedding are an essential element of any innovation!

	Highlight messages from the JIF Innovation Forum (JIF2010)

	David Rose
· There are 3 innovation stages (a) invention (ideas), (b) early innovation and (c) systemic innovation – each stage needs different kinds of people and exponentially growing funding.

· Successful innovation is not a feat of intellect but of will.


1.4 What do we mean by sustainability and embedding?
A suggested definition for sustainability in project innovations:

EMBEDDING INNOVATION PROJECT GOALS AND OUTCOMES INTO:
· People e.g. staff & student motivation, aspiration, expertise, knowledge and know-how 

· Strategies, Processes, Systems and services e.g. QA-QE processes, programme design, review and validation processes, LT&A strategies

· Tools and Resources e.g. usable and accessible tools & resources

.... at institutional, school, faculty, department and sector levels
MAINTAINING AND FURTHER ENHANCING THE INNOVATION PROJECT GOALS AND OUTCOMES.
What project sustainability does not necessarily mean:

· Maintaining all activities.
· Being dependent upon further funding.
Essential “top-level” areas that institutions need to focus on in order to create an institutional environment for sustaining and embedding innovations include:
· Creating appropriate organisational structures to allow innovations to be embedded and sustained.
· Becoming more business-like and entrepreneurial in approaches to embedding innovations. 
· Embedding the capacity to innovate - which is about people, processes and expertise that develop through project work.
	Highlight messages from the JIF Innovation Forum (JIF2010)

	Wilbert Kran
· A Community of Practice is the best place to sustain project outputs.

· Sustainability does not mean forever; it can mean long enough.

Catherine Grout
· Sustainability is about a partnership between funder and project and there is a shared role to facilitate development of the business case and maximise ROI (return on investment).

· Not all innovation projects are about achieving a sustainable service or project - some of them are about learning, experimentation or sharing practice for example.

· An environment of reduced funding is both a threat to sustainability and a lever in that it could inspire new degrees of creativity and collaboration.

John Burke
· Sustainability is everyone's responsibility - therefore everyone must be convinced of the need.

· A focus on end benefits is essential.

Sarah Fahmy
· Five key steps for sustainability:

1. Empower leadership to define the mission and take action.

2. Create a strong value proposition.

3. Creatively managing costs.

4. Cultivate diverse sources of revenue.

5. Establish realistic goals and a system of accountability.

Neil Chue Hong 

· Sustainability is not just about doing one thing alone but seeing the bigger picture. 

· Sustainability is not about preservation but planning for the future and continual review. 

· It is important to understand motives for software sustainability e.g. legal compliance, heritage value, continual access to data, software re-use or for managing systems and services. 

· It is important to understand the difference between sustaining an object and what it does.

· Software sustainability is comparable to software risk management.

General:

· Sustainability and impact should be considered as one, although impact does not always equal value. 

· It is crucial to build capability so that people are able to think in terms of impact. 

· The biggest impact may not be what you intended, that’s innovation!

· Sustainability is a dynamic process of continual change.

· Sustainability may be a BAD thing (the means to an end tends to become an end in itself).

· Sometimes projects have impact because they are sustained; sometimes projects deliver an impact allowing them to become sustained.

· Knowing how to model and measure sustainability, and over what timescales, is crucial but difficult to achieve. 

· There is ambiguity as to who is responsible for modelling and measuring sustainability.


1.5 Understanding the serendipity nature of innovation projects

One of the great benefits of JISC-funded innovation projects has been the serendipitous nature of many of the projects which have led to unexpected change and transformation for both institutions and the sector as a whole. This therefore requires project and programme teams to be constantly aware of these new directions and to adjust sustainability and embedding activities accordingly. An example of this was the formation of the SIG (Special Interest Group) “ELESIG” that arose out of the “Learners Experiences of E-learning” programme – this SIG now has over 1,000 members and has a very active membership and research programme.   
1.6 How this Guide will evolve
It is intended that this Guide be a living resource, developed and enhanced by the sector. 
It has initially been developed as an output from the JISC Transforming Curriculum Delivery through Technology programme.
It has been further enhanced following these key JISC events:

· The JISC Innovation Forum (Royal Holloway – University of London – 28-29 May 2010).
· JISC/Higher Education Academy Open Educational Resources International Symposium (Holborn Bars – 23 July 2010).

The Guide will be further developed following the JISC Innovating e-Learning Online conference in 23-26 November 2010. 

2 Changing people and culture
This section will focus on how best to embed innovations in people in order to:
· Raise the aspirations of staff and students. 

· Motivate staff and students to adopt innovations.
· Transfer expertise, knowledge and know-how to staff and students. 

Key tips for changing people and culture include:
· Consider simple approaches such as using early adopters as mentors or buddies to help cascade knowledge to other staff or the use of local (departmental) champions. 

· Develop a vision of how well your project will be embedded in 3-5 years’ time and then identify the enablers and barriers to make the vision happen.
· Develop a communications and stakeholder engagement strategy and plan with a prime goal of raising the aspirations of staff and students and motivating them to adopt innovations. 
· A communications and engagement plan should aim to convey key simple messages following the “WHY – WHAT – WHEN – WHO - HOW” principles. 
· Consider using change management techniques developed by the sector to overcome people and culture issues.

· Motivate staff and students to adopt innovations by providing case studies, backed up by strong evidence and testimonials from students and staff.

· Use Web2/new media (in a “blended” approach) to effectively communicate with stakeholders and to get over key messages e.g. using podcasts, vidcasts and screencasts. 
· Develop Communities of Practice (CoP) or Special Interest Groups (SIGs) to sustain dialogue and build expertise and resources – but these must be “owned” by the community. 

· Ensure senior managers are targeted with the communications plan (e.g. PVCs, Deans and Heads of Schools) – these people are resource/budget holders and can advise on how best to embed innovations within institutional structures and processes. 

· Incorporating staff support and training into existing institutional mechanisms such as staff development programmes, professional qualifications, peer review and performance review processes. 

2.1 Simple approaches
It is always a good idea to consider simple approaches to changing people and culture such as:

· Mentors & buddies

Early adopters of innovations can be used as mentors or buddies to cascade knowledge to other staff. It can sometimes be a good idea to build this concept into funded programmes/projects or micro-funding schemes i.e. it would be a condition of funding that innovators would transfer their knowledge gained to other staff in the form of mentoring them on similar projects.

· Local champions

Many institutions adopt the “local champion” model whereby a member of staff is allocated a percentage of their time within an academic department to motivate, guide and support staff to change. Some institutions appoint a learning technologist in such a role – others prefer to appoint an actual member of the local academic staff on the basis that they are more likely to be listened to by other members of academic staff. When adopting such a model, the institution, as a whole, can gain added-value from such champions by ensuring that lessons learnt from different faculties, schools and departments are captured, distilled and published back to the community. 
· Student mentors

A number of universities adopt a student mentor approach, where students are co-opted (& paid) to mentor staff in the use of technology. This approach has its limitations and there is a danger of students being used as cheap technical support, however many institutions report considerable benefits from adopting such an approach e.g. the Student-Staff Mentoring project at the University of Hertfordshire Business School. 
· External personnel
External personnel can bring positive influences and perspectives into departments and project groups. It is quite common, for instance, for innovation project groups to include externals on steering groups – where these members can be chosen to reflect potential future beneficiaries of project outputs and hence contribute towards the sustainability agenda. Other options are project secondments, staff peer reviewing, industry representatives and visiting readers/professors. 
Note: See Gunn, C. (2010). Sustainability factors for e-learning initiatives. ALT-J, 18(2), 89-103 (this paper examines the challenges that 'grass roots' e-learning initiatives face in trying to become sustainable). 

2.2 Visioning and scenario planning

It is not uncommon for project teams to regard the end of their project as the completion of the pilot/trials of their innovations, the project evaluation and writing of papers, without considering:

(a) How their innovations will be adopted in their institution (& the sector).

(b) What will be required to motivate staff and students to adopt the innovations.

(c) What will be the barriers to embedding the innovations.
A useful technique to help project teams to think beyond the end of the project is a “visioning” exercise – a facilitated workshop that aims to help project teams to:

· Vision how their innovation will be being used in their institution (& sector) within a set time frame e.g. 3 – 5 years (e.g. who will be using it in different faculties/schools, what will be the contexts where it is most likely to be used, what is the state of “readiness” of staff/students in order to use it etc.).

· What will be the key drivers/motivators that will enable the vision to be achieved (e.g. it could be student need/demand).

· What will the barriers be to this vision being achieved e.g. will there be adequate support and resources for academics to implement the innovations, will some academics need convincing of the rationale to adopt the innovation and will academics need any training?
· What will the enablers be to achieve the vision e.g. will the innovation need to be aligned or embedded into institutional strategies, processes and services (such as for curriculum design and quality assurance/enhancement)? 

From such a visioning exercise, projects can develop a project sustainability/embedding plan.

A further development of such a visioning exercise is a technique called “scenario planning” – a method for anticipating the future by understanding the nature and impact of various driving forces & creating a series of “different futures”. Scenario planning evolved from uses in corporations such as Shell and is essentially a group process which encourages knowledge exchange, dialogue and widening the participant’s perception of possible future events, particularly where there are complex issues involved. 

It can be useful as a technique in relation to embedding innovations where participants in the technique would typically be staff and students within a faculty/school.  They would be encouraged to understand institutional/faculty drivers, changes and trends and to set the adoption of their innovations within the context of these drivers, changes and trends. 
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JISC InfoNet has published guidelines and tools in relation to scenario planning. 

2.3 Developing a communications and stakeholder engagement strategy and plan

A key element of sustaining and embedding any innovation project is to communicate with stakeholders effectively and to engage them as early on as possible with the project. It is worth spending time on developing a communications and stakeholder engagement strategy and plan to enable the project team to:
· Better understand the needs and concerns of different stakeholders.

Different stakeholders will have different needs and concerns – for instance, practitioners are more likely to want to know why they should adopt and prioritise your project (as opposed to other innovations), is their good evidence to support its pedagogical value, how it will benefit them/their students and the degree of support that they can expect, whilst heads of faculties/schools maybe more likely to be concerned with resourcing, budgets and how to integrate innovations into their policies/plans.
· Develop a shared understanding of what they want to achieve by communicating and engaging with each stakeholder group. 
Too often, projects are concerned with purely producing the project outputs that they specified in the project plan. However, these outputs will be meaningless unless they are adopted by stakeholders – in the short, medium and long term. It is therefore worthwhile identifying what they want to achieve for each stakeholder group and ensuing these outputs are usable. For example, defining how many academics will make an informed choice as to whether they wish to adopt the innovation or has the innovation been integrated into institutional or faculty/school strategies, processes, services and systems. It must, however, be recognised that projects may have to carefully balance the articulated needs from different stakeholder groups. 

· Collaboratively develop a common set of key messages to communicate to different stakeholders as well as a plan to use both traditional and new media communications techniques. 
It is not uncommon to find different project team members giving out totally different key messages about the project. A collaborative exercise to develop key common messages about the innovations project will help to provide a more coherent approach to engaging with different stakeholders. 
Having stated that the development of “shared messages” is important, the emphasis on communications must be on interaction, dialogue and engagement – bearing in mind that the word “dissemination” has a rather one-way feeling about it!

The diagram illustrates a suggested approach to developing a communications and stakeholder strategy and plan.
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An example of a completed communications and engagement strategy can be seen for the University of Oxford CASCADE project within the JISC Transforming Curriculum Delivery programme – on the project web-site. 

Communications plans should aim to convey simple messages based on the WHY – WHAT – WHEN – WHO - HOW principles e.g.

· WHY – why should academic staff change their teaching & learning practices.
· WHAT – what should academic staff change in their teaching and learning practices 
· WHEN – when best to make changes e.g. at curriculum review time?
· WHO – who needs to be involved in the change?
· HOW – How to make the changes e.g. is it a DIY approach and what support is available?
An excellent example that demonstrates effective communications is how the TESEP project based at Edinburgh Napier University helped to transform teaching and learning by providing simple messages e.g. based on:

· Why do we need to change learning and teaching practice?

· Planning to transform.

· Rethinking your practices.

· Transformation stories.

The University of Exeter has published its own good practice guide on engaging stakeholders and includes a 10minute tool designed to help other institutions consider how these strategies may work in their own context. 

2.4 Institutional change management techniques

There is a myth in HE that:

Great innovation project + great project management + great outputs = instant take-up by the institution/sector 

The missing piece of the equation is change management – which is essentially about managing the human aspects of embedding innovation projects into an institution. 

If change is well managed, then the following can result:

· Staff understand the rationale for adopting the project.

· Resistance and barriers are identified and dealt with.

· Senior level buy-in.

· Communications are segmented and targeted at different audiences, addressing questions and issues that they are concerned about.

· Momentum is built throughout the institution.

· Changes are less painful.

· The probability of sustaining and embedding projects is increased.

· The institution builds a record of successful change.

The HE sector has developed and utilised a range of change management techniques. Examples are as follows:

	The Higher Education Academy “Change Academy”

	The Higher Education Academy “Change Academy” is organised through a partnership between the Higher Education Academy and Leadership Foundation for Higher Education and was developed to help institutions to develop major change initiatives which can be focused on almost any area of change required by an institution e.g. student induction, new ICT systems. It is a year-long process that includes development opportunities for team leaders, on-going support network and a four-day residential providing a creative environment in which the whole team can focus on planning and developing strategies for lasting change. 

	The University of Hertfordshire CABLE process (Change Academy for Blended Learning Enhancement).


	The University of Hertfordshire Blended Leaning Unit developed a customised version of the Higher Education Academy Change Academy as part of their Higher Education Academy Pathfinder programme - to work with faculties/schools (i.e. a local model) to embed blended learning techniques in their plans and processes. The CABLE process aims to develop effective teams across disciplines and focuses on the strategic interests and needs of the participating faculties/schools. It is academic-led, includes student involvement and has the following objectives:
· Achieve transformative and sustainable change in blended learning.
· Develop partnerships between Schools and the Blended Learning Unit.
· Develop future change agents.
· Develop a toolkit for future sustainable change projects.
· Develop a curriculum design toolkit.
As with the Higher Education Academy Change Academy, the CABLE process is a year-long process and involves the development of teams, team leaders and individuals as well as team meetings and 2-day residential events where issues and ideas are explored and Critical Friends support the teams in achieving focus, reframing issues, action planning and testing that project plans are robust. 

	The Higher Education Academy Enhancement Programmes 


	The Higher Education Academy Enhancement programmes are similarly modelled on the Higher Education Academy Change Academy, but are specific to the enhancement of teaching, learning and assessment. Currently, there are three enhancement programmes:

· Welsh Enhancement (Gwella); Funded and supported by HEFCW, this programme is a continuation of the HEFCE funded Benchmarking & Pathfinder Programme. All Welsh institutions are currently involved in the programme which focuses on technology enhanced learning.

· Enhancement Academy (Institutional);This programme builds on the Change Academy model and involves teams from institutions working on specific ELT related change management projects at an institutional level. 

· Discipline focused Enhancement Academy; Building on the Enhancement Academy model, we are running a complimentary Discipline Focused Enhancement Academy. Subject Centres work with institutional departments to support change management within their targeted communities. 

	JISC InfoNet Management Simulation
	JISC InfoNet support HEIs in change management with a simulation tool that has been developed by the Insead Management School. The computerised tool is used in a workshop run by JISC InfoNet and aims to equip participants with the knowledge, tools and techniques necessary to implement change whilst minimising the risk of failure of the organisation to fully adopt new systems and processes. Key workshop objectives are to help participants to:

· understand the need to work within existing culture(s)

· be able to describe the stages of a transition

· understand the need for different approaches at the various stages

· understand how individuals react in different ways to change

· appreciate the roles of formal and informal networks for communication

· understand the need for a resilient approach to implementing change

Participants in the simulation have to act as “change agents” in order to get as many adopters as possible in relation to the introduction of a new technology system.


A word has to be said about measuring the impact and effectiveness of change management techniques. This is often not undertaken as an exercise – e.g. through evaluation or benchmarking exercises – often due to the fact that real impact takes time to be achieved and this time can go beyond the duration of funded programmes. It is an issue that needs to be addressed by both institutions and funding agencies. Section 5.1 recommends a continuous improvement cyclic approach to change management which is predicated on evaluation/benchmarking. 

2.5 Developing Communities of Practice

A recent trend has been the emergence of practitioner-driven communities of practice (also called SIGs – Special Interest Groups), some of which have emerged from JISC/Higher Education Academy funded innovation/transformation programmes e.g.

· The QA-QE in e-Learning SIG: The QA-QE Special Interest Group is a group of practitioners, both academic and professional support staff, interested in using technology to enhance the quality of learning, teaching and assessment. This SIG aims to invigorate QA-QE and make it relevant to everyday practice in enhancing teaching, learning and assessment through technology. It receives a small amount of funding from the Higher Education Academy and is actively engaged with the QAA on reviewing the QAA Code of Practice (Section 2). 
· ELESIG (Evaluations (and Investigations) of Learners’ Experiences of e-learning): ELESIG is an international community of researchers and practitioners from higher and further education who are involved in investigations of learners' experiences and uses of technology in learning. ELESIG members work together to share knowledge and practice and develop a shared repertoire of resources which will be of benefit to the community and the sector. ELESIG also receives small funding from the Higher Education Academy.
· MEL SIG (Media Enhanced Learning Special Interest Group): MEL SIG (formerly the Podcasting for Pedagogic Purposes SIG) invites practitioners from HE and FE in the UK to share their experience and expertise in the uses and benefits of podcasting (both audio and video) to support learning and teaching. It aims to be a focal point that can add value, build capacity and stimulate partnerships. 
· Higher Education Academy Subject Centres – the Higher Education Academy provides subject-specific support for enhancing the student learning experience through a nation-wide network of 24 subject centres that are located in HE institutions, where each engages in a wide variety of activities to support academics, departments and institutions. Examples are Engineering, Information and Computer Sciences and Economics.  

· JISC Emerge: The Emerge Community of Practice supported the JISC Users and Innovation Programme, though was not sustained beyond the duration of the programme.

An example of a non-UK CoP is the Australian ePortfolio project – which focused on using an online forum and ePortfolio symposium activities. 
There are a number of critical success factors associated with successful Communities of Practice, as follows:

	Ownership


	· Ownership primarily needs to lie with practitioners, not HE agencies. 

· A core steering group should drive forward the CoP/SIG aims and objectives. 

	Communications


	· CoPs/SIGs should develop a communications and stakeholder engagement strategy and plan (see section 2.3).
· Communications with stakeholders should be regular, high quality and profiled to different stakeholder needs.

· Web2 technologies/media should be adopted.

· Communications need to be co-ordinated and facilitated – though this does require significant effort to achieve (some CoP/SIGs rotate responsibilities for this in order to lessen the “load” on one individual).

	Activities 
	· Steering Group members should commit to agreed “sweat labour” in respect of CoP/SIG activities.

	Resources/outputs
	· The CoP should aim to produce useful outputs, resources and toolkits (as appropriate) for use by its membership. 

	Sustainability


	· Sustainability of CoPs/SIGs must be a core focus for the steering group and this must take account of what contributions the steering group and membership can make.

· It must be recognised that the community membership and steering group will have limitations on how much time they can contribute without being funded or rewarded in some way. It is not good practice to adopt a total-funding approach, however, the steering group should consider potential reward mechanisms e.g. sector recognition of member’s work, publication of shared articles, journal and conference papers and aligning the CoP/SIG goals/activities with development/innovation projects and programmes.   

	Financial 
	· CoPs/SIGs should aim to seek funding – this could be in the form of e.g. 

· Agency funding to cover basic operational costs (typically low-amount funds from agencies such as the Higher Education Academy, JISC, QAA). 

· Project funding to fund specific collaborative projects which have defined outputs.

· Advertising/sponsorship.
· In-kind contributions e.g. institutions hosting meetings, travel funding   
· If operational funding is available, it should be prioritised towards effective communications and stakeholder engagement.
· CoPs/SIGs should not become “funding junkies” – they should primarily be driven by “sweat labour” from its membership and using micro-funding to cover operational essentials such as travel/meeting budgets.


	Highlight messages from the JISC Innovation Forum (JIF2010)

	Helen Beetham
· People who both “care and can” are often those who become members of communities of practice – and have the power to effect change.

· JISC should support communities that support people with vision.

Jenny Mackness
· ELESIG is an excellent example of a UK-based community of practice 

· The community receives small amounts of funding but largely depends upon voluntary effort.

Ross Gardler
· Do not fund the community – fund activities that the community is supporting.

· Leadership is vital to sustaining communities – it is not about ownership but empowering others. If you are a good leader, people will follow you.

· “Community over Code” – if you focus on community, the code will emerge. 

· “Community of People” – rather than “Community of Practice”.

· Let the community decide on revenue streams but don’t let it trigger competition within the community.

· An important role of communities is to manage records, data, code and information for software developments. 

· A clear community governance is important, with clear managed IP. 

Terry McAndrew
· Concepts and approaches should be sustained. 

· Key features of communities that support adoption and sustainability of innovation include funding, advancing teaching and learning, keeping things simple, tools to solve problems.
Paul Walk
· We need to learn lessons from companies who innovate in market downturns.

· In order to innovate, “organisational space” needs to be created.
John Slater
· Sustainability is more likely to occur when you are close to the practitioner.
· Researchers are fickle – they are after recognition and money – therefore the key to sustainability is money. 

· More than one community should be involved.
Richard Goddard 
· Initially, engage users locally to meet their needs. . 

· Go international through existing communities and link with open source communities. 

· Interoperability for sustainability.  

Key features of communities:

· Terminal curiosity: a desire to do new things.

· Passion.

· Desire to establish reputation

· Frequent necessities.

· Share practice and mutual engagement.

· Willingness to share deep problem solutions.

· Project holders with clout and securing on-going SMT buy-in.

· Clear governance and an organisational space in which to innovate.

· Ability to add project resources to existing resources.

· Sustainability dialogue, including newsletters and face-to-face.

· Continuous need for funding.

· Constantly evaluating the community.

· Constant movement and change is essential – different people and different activities including the development of regional groups.


2.6 Using Web 2 applications to support Communities of Practice
The following illustrate some of the Web2 technologies used by CoP/SIGs:

	Social network
	· Social networks such as Ning, Elgg and Facebook are commonly used by CoP/SIGs to support communications and stakeholder engagement. They can be used for distributing resources (including multi-media resources) as well as for asynchronous discussions and keeping members informed about events and news.

· The big advantage of such social networks is that they are free (though some, such as Ning, are now beginning to charge), are hosted and that they require minimal technical effort.

· The main disadvantage is that such networks do not allow a great degree of customisation and are not always good at providing easy navigation for large amounts of resources. 
· Examples include ELESIG on Ning and the University of Hertfordshire CABLE TRANSFER CoP also on Ning. The QA-QE SIG currently use a site based on Lotus Domino. The JISC Emerge network used the Elgg social network.  

· The degree to which asynchronous discussions take place within CoP/SIGs varies significantly – probably one of the most prolific sites was the JISC Emerge network, whilst other sites do not seem to attract a great deal of online interaction. 

	Cloudworks (a sector social network)
	· The OU’s Cloudworks can be regarded as a sector resource for communities of practice and has been developed by the Institute of Educational Technology a the OU (funded by JISC/OU). Its aims are to:
· enable people to find, share and discuss learning and teaching ideas 

· connect people with similar educational interests through social networking 

· provide inspiration on designing learning activities and developing resources 

· showcase the work of individuals and communities who want to reach existing but also new audiences 

· provide a place for different communities to discuss, collaborate and aggregate relevant materials, ideas and designs 

· encourage sharing, especially among people who have not shared learning and teaching ideas and experiences before. 

	Wiki
	· In addition to using social networks, CoP/SIGs often use a wiki to store key information and resources e.g. ELESIG and MEL – SIG.

	Real-time conferencing and collaboration 

(e.g. Elluminate) 
	· An increasingly used tool to support CoP/SIGs is real-time conferencing/collaboration – most commonly Elluminate. A key reason for this is that such tools allow virtual workshops, meetings and conferences to take place without the expense (& time required) for travel. Such tools, if properly used and facilitated, can allow a great deal of audience engagement and can also be recorded for later playback by those who were not able to attend at the actual time of the session. 
· JISC has published a Good Practice Guide for using Elluminate. 


3 Embedding or aligning with strategies, processes, systems, initiatives & services
This section focuses on:

· Aligning innovation projects with institutional goals, drivers and needs
· Aligning or embedding innovations with institutional strategies

· Aligning or embedding innovations with institutional processes, systems and services

Key points:

· Innovations are far more likely to be adopted throughout an institution if they can support specific institutional or faculty/school goals, needs and drivers.

· Innovation project teams should work with the “owners” of specific institutional strategies to embed their innovations within the strategies.

· When considering stakeholder needs, the needs of stakeholders such as employers, sector bodies (e.g. sector skills councils) and professional/standards bodies should also be embraced. 

· Innovations can be embedded into processes, systems and services, such as QA/QE and curriculum design, review and approval processes, ICT systems to support curriculum design, review and approval and curriculum design/review support services. 

· Innovation projects should consider developing a sustainability and embedding plan – to align with the communications and stakeholder engagement plan. 

3.1 Aligning with institutional goals, drivers and needs

Innovations are far more likely to be taken up if they can support specific institutional or faculty/school goals, needs/drivers and even more so, if the institution has a particular strategy to implement. Examples are as follows:
· Widening participation – widening participation is a not uncommon strategy for many HEIs and may involve extending the geographical reach of programmes as well as providing more flexible modes of study – all of which is likely to need supporting by cost-effective technology-enhance learning techniques.
· Addressing concerns highlighted in the National Student Survey (NSS) – due to the existence of league tables (amongst other things), HEIs typically prioritise addressing concerns expressed by students in the NSS. Contact time and feedback from assessments are two common areas of concern for many HEIs and LT&A innovations can support programme teams in addressing such needs. The University of Hertfordshire’s ESCAPE project within the JISC Transforming Curriculum Delivery programme responds to national and institutional concerns regarding assessment and feedback. The project aims to enhance the assessment experience for learners and staff by drawing together curriculum development activities and change management techniques to investigate and embed the use of ICT to improve the effectiveness and efficiency of assessment practices. The project also aims to identify activities and practices that will be transportable to all disciplines and act as a springboard for widespread change in philosophy, strategy, policy and practice across the institution. Similarly, the University of Westminster’s “Making Assessment Count” project aims to enhance curriculum delivery through the development of an innovative assessment feedback system. Existing e-based technologies are used in an innovative way to develop an integrated process to collate feedback, guide student reflections and facilitate their use of feedback to improve performance and inform  their ensuing aspirations. There is emphasis on reflection to enhance the student learning process and the process provides a centralised transparent system for staff to share feedback in order to provide better overall guidance to students.
· Addressing other stakeholder concerns & needs - as well as addressing student concerns, there are also needs and concerns of other stakeholders such as those of individual employers, professional/standards bodies and sector agencies. For example, the University of Bristol eBioLabs project (part of the JISC Transforming Curriculum Delivery programme, addressed industry concerns about the quality of laboratory skills. There are potentially many opportunities for HE/FE institutions to work in partnership with employers, particularly at a sector level to address sector needs and transform delivery to ensure economies of scale.  
· Improving student learning experience, “personalisation” and employability – improving the student learning experience is at the heart of many HEI’s priorities; employability is similarly a priority and this can incorporate:

· High level skills relevant to the digital economy;

· STEM subjects – which are a Government priority;

· Generic skills required by industry e.g. team-working, team-leading, project management, communications.

LT&A innovations, provided they are driven from a pedagogical perspective, can support such improvements e.g. helping to provide a personalised education – at scale. A number of projects from the  JISC Transforming Curriculum Delivery programme are centred around improving the student learning experience and employability e.g. Kingston’s KUBE project (Kingston Uplift for Business Education) is designed to address a number of significant issues (pedagogic, lifestyle and vocational) relating to learner engagement and success. Similarly the College of West Anglia has developed “SpringboardTV” (an internet TV station to enrich teaching & learning), designed to enrich curriculum delivery by providing enhanced resources and a diversity of learning experiences for learners across a range of the college’s media curriculum. 
· Work-based learning (WBL) – a key issue for institutions in relation to working in partnership with employers is how to design and deliver programmes in an agile and cost-effective way – where traditional teaching techniques are typically not cost-effective. LT&A innovations, along with new approaches to WBL, are key to making the design of WBL programmes more agile and cost-effective. JISC’s Lifelong Learning and Workforce Development programme has funded a range of institutions to develop new approaches to WBL, including the following:   
Co-generative toolkit
Culture campus Liverpool portal
e-Portfolio based pedagogy for SMEs
Higher education lifelong learning opportunities
Interactive work-based learning environments
Middlesex University skills & education planning tool
Partnership investigations into accredited prior/previous
Personalised systems supporting IPD and CPD within a professional framework
Shared architecture for employer, student & organisational networking
Supporting mentors & resource transformation
Technology enabled learning support for training & accreditation recognition
Technology enhanced learning to support a welsh centre for workforce development
Workforce engagement in lifelong learning
· Remote learners – many HEIs are developing strategies for widening their geographical reach to remote leaners – e.g. using distance learning techniques. LT&A innovations are obviously crucial to making the design and delivery of such programmes agile and cost-effective. A number of institutions within the JISC Transforming Curriculum Delivery programme have developed pedagogic models and approaches to support remote learners e.g. the Open University’s ATELIER-D project (Achieving Transformation, Enhanced Learning and Innovation through Educational Resources in Design) which involves the construction of a virtual atelier that combines well-established practice in art and design education with new opportunities presented by ICT to create a powerful new approach to learning and teaching design. Similarly, the University of Leicester DUCKLING project (Delivering university curricula: Knowledge, learning & innovation gains) is developing advanced delivery, presentation and assessment processes to enhance the work-based learning experience for students studying remotely. The University of Oxford is also running a project within the same JISC programme – CASCADE (Developing New Models to Transform the Delivery and Support of Learning for Continuing and Professional Learning).  The project aims to implement new strategies to create improved curriculum delivery models that allow the University of Oxford’s Department for Continuing Education to respond more flexibly to stakeholders’ needs. Using an iterative design, implementation and evaluation process the project is developing and piloting a series of technology-enabled delivery models and embedding the new delivery solutions in the on-going practices and policies of the Department.
· Teaching spaces modernisation (or new build) – when plans are drawn up for teaching spaces to be updated or newly built, it is an ideal time for the e-learning/LT&A strategy to be embedded within the estates strategy. Although this sounds obvious there are many examples of institutions which have failed to engage the e-learning team in designing and planning new or refurbished teaching spaces. There are, however, some excellent examples of teaching spaces that have been designed with e-learning as an integral element in the form of learning resources buildings (e.g. integrated with library and information services) and teaching rooms where effective use if made of computing and audio-visual facilities. 
· Institutional globalisation – digital technologies can support institutions in meeting their globalisation strategies and plans e.g. in attracting world-class students to the UK and in delivering a UK-education internationally.  
3.2 Embedding in strategies

Section 3.1 outlined some typical institutional needs and drivers and how LT&A innovations can address them. Institutions will often develop specific strategies around such needs and drivers e.g. widening participation, e-learning, work-based learning. This is an opportunity for those developing innovations to “embed” them in these strategies. However, care must be taken not to be too prescriptive – the appropriateness of such innovations in different faculties/schools/contexts will be dependent upon many factors including the teaching/learning context, types of students “readiness” of staff and students etc. 
Given below are some guidelines for incorporating innovations into specific strategies:

· Ideally, innovation projects should be driven by institutional drivers and needs – and the alignment and incorporation into strategies should be sustained throughout and beyond the project.  

· Evaluation of innovation projects should focus on impact of the innovations which should be mapped back to drivers, needs and strategies (where relevant). Measures of success in relation to impact should be defined.  

· Ensure senior managers understand how your innovations can support the implementation of their strategies – this will require adopting a “business” approach e.g. in addressing issues such as costs/benefits, resourcing, implementation issues, change management requirements (e.g. for overcoming resistance and barriers).

· Work with the “owner/developer” of the strategy to identify how best to incorporate innovations into the strategy.
· Provide effective guidance about the appropriateness for using the innovation e.g. in which contexts, which disciplines, required “readiness” of staff/students, support, training, costs/benefits, meeting the strategy aims and objectives etc.
· Address implementation needs of the strategy – what will programmes teams, for instance, need in terms of support, training, guidance, evidence of effectiveness, case studies?
In some cases, it may be appropriate for your innovation purely to have a mention in a strategy as one possible tool; in other cases an innovation may be a key feature of a specific strategy. 
3.3 Embedding in processes, systems, initiatives and services
A key way to embed innovations is to embed them into key institutional processes, systems, initiatives and services, for example:
· QA and QE processes.
· Curriculum design, approval and review.
· Staff recognition and reward mechanisms. 

· Technical infrastructure. 

There are a range of innovation projects funded under the JISC Institutional approaches to curriculum design programme which focus on technology-supported approaches to curriculum design, approval and review e.g.

· The University of Strathclyde PiP (Principles in Patterns) project that is developing a prototype on-line expert system and linked set of educational resources that, if adopted, will improve the efficiency of course and class approval processes at the University of Strathclyde and help stimulate reflection about the educational design of classes and courses and about the student experiences they would promote. It also aims to support the alignment of course and class provision with institutional policies and strategies.

· The University of Cardiff PALET project - the project aims to develop a revised programme approval process, which will create a more efficient and flexible approach to the design of new curricula. The redesigned process will be supported by the electronic tools emerging from Cardiff University’s Modern Working Environment (MWE). The electronic toolset will ensure that academic and support staff are supported through each stage of the programme approval process. The technology will allow the programme level and module level information that is produced during curriculum design to be clearly defined and seamlessly fed into other business application (i.e. student record system).
The above are excellent examples where the innovation is the transformation of the curriculum design process (& systems). Such projects also lay down the foundation for future innovations in LT&A to be incorporated into these processes e.g. the expert systems can be updated to include guidance/resources on new innovations such as the use of e-portfolios or new assessment techniques.

Typical opportunities for embedding are as follows: 

· Embedding into academic induction, professional development programmes and performance review frameworks

An ideal time to raise aspiration and motivation amongst staff for innovations is when they undertake professional development programmes and attend induction sessions. Following the Higher Education Academy/JISC Pathfinder e-learning change programme, a number of institutions updated their staff development/induction programmes to embed e-learning/blended learning approaches to teaching, learning and assessment e.g.

· The University of East London
· The University of Sunderland (this project included development of their professional standards framework to include e-learning, based on the HE professional standards framework for teaching, learning and assessment).  

A number of institutional innovation projects have resulted in the embedding of recognition and reward for development of OER (Open Educational Resources) into performance review mechanisms and professional accredited training e.g. 
· OpenExeter (University of Exeter) – a project to make available via a Creative Commons licence, a minimum of the equivalent of 360 credits of learning resources, from a range of subjects and a wide variety of mediums.
· OCEP (University of Coventry) – an economic, effective and sustainable model for developing and managing open content using established teams.

· OpenSTAFFS (University of Staffordshire) - process models for complete OER release cycle that include staff training. 
An example of an innovation project being embedded into a staff professional development programme is the Flourish project. As a result of the project, which focused on the use of e-portfolios to support staff development, appraisal and professional accreditation, an e-portfolio has been embedded in a new lecturer training programme.

· Embedding into services
LT&A innovations can be “embedded” into institutional services such as those provided by e-learning, blended learning, “champions”, QE, MIS and library service departments. A good example of such embedding is the University of Leicester’s Carpe Diem process. At the heart of Carpe Diem is a two-day workshop in which discipline-specific course teams, in collaboration with subject librarians and learning technologists, plan, implement and review student-centred e-learning designs, focusing on learner activity, group work and assessment for learning. By the end of the second day, course teams have a blueprint and storyboard for their course, a set of peer-reviewed online learning activities (or e-tivities) running on their institutional virtual learning environment (VLE), a transferable model for e-tivity design and a practical action plan.
In order for service departments to incorporate innovations into their staff/student services, they will need to fully understand the innovations, the contexts and situations where they can be most appropriately applied and all the implementation issues that will be involved e.g. resources required for design/delivery, barriers and issues, support/training requirements and so on. Projects therefore need to supply service departments with a toolkit of resources for their innovations, for example:
· Case studies.
· “How-to” guidance.

· Support and training requirements.

· Likely implementation issues and how to overcome them.

· Risks and minimising risks.

· Costs/benefits.

· Required “readiness” of staff/students.

· Testimonials.

· Customisable resources e.g. templates.

· Demonstration, exemplars.

· Research evidence and evaluation reports.

· Papers and further information. 

· Taking advantage of an initiative or roll-out of a new service e.g. Lewisham piggy-backing

It can often be pragmatic to piggy back the introduction of an innovation on other initiatives e.g. the introduction or change of VLE. Lewisham College successfully achieved this with their Making the New Diploma a Success project with the introduction of technologies such as e-portfolios.
· Making full use of collected data
Innovation projects typically incorporate some form of evaluation which will produce, for example, data collected on stakeholder experiences. Such data, e.g. data created around leaners reflecting on their experiences of courses could also be re-used as part of course review processes.  
3.4 Developing a sustainability and embedding plan

Project teams should consider developing a sustainability and embedding plan. The scope would typically include:
· People e.g. addressing staff & student motivation, aspiration, expertise, knowledge and know-how 

· Strategies, Processes, systems, initiatives and services e.g. addressing QA-QE processes, curriculum design, review and approval, LT&A strategies, MIS systems to support curriculum design and approval and curriculum design/review support services.

· Tools and Resources e.g. developing usable and accessible tools & resources

At a wider and top-level institutional level, institutions need to create an environment for sustaining and embedding innovations to include:

· Creating appropriate organisational structures to allow innovations to be embedded and sustained e.g. a cyclic continuous improvement approach (akin to action research).
· Becoming more business-like in approaches to embedding innovations. 

As well as a focus on the institution, project teams should also include “the sector” within the scope of their sustainability and embedding plan, particularly where they have had direct sector funding for their innovations programmes. 
If a communications and stakeholder engagement plan is being developed by the project, then it should be ensured that this aligns with the sustainability and embedding plan.

4 Creating tools and resources (as part of project outputs) to meet stakeholder needs
This section will cover:

· Identifying what tools and resources (developed as project outputs) will be useful for different stakeholders.

· Using multimedia and Web2 techniques. 

· Common approaches to developing tools and resources.

· Maintaining the currency of tools and resources. 

Key points:

· The tools and resources developed should meet the needs of different stakeholders – time and care should be allocated to understanding what these needs are. 
· Consideration should be given to sharing the production of tools and resources in order to share the workload, avoid duplication & conflicts and making it easier to sustain and update the resources (this could be achieved e.g. within CoP/SIGs, institutional/sector partnerships and at programme level). 
· Effort should be applied to turning project “outputs” into “products” that are usable, relevant and accessible by different stakeholder groups. 

· Web2 and multimedia techniques should be adopted appropriately when developing tools and resources. 

· Consideration should be given to communications and stakeholder engagement in respect of developed resources – whether this is in-house or at sector level. First of all, such resources need to be publicised. Secondly, it is usually desirable to obtain stakeholder feedback e.g. as to the quality, applicability and usefulness of the resources and thirdly, it is good practice to make it easy for users to find out when resources have been updated following stakeholder feedback. New media techniques can support such communications and stakeholder engagement e.g. blogs, twitter and social networks.  

· Stakeholder feedback on experience with using resources can be valuable in helping others to judge quality and usefulness.

· Case studies should be made available in varying levels of detail, with in-depth studies looking at issues such as cost/benefits, implementation issues, critical success factors, risks, contexts in which the innovations will work etc.  

· A balance must be achieved between providing useful information and information overload. If too much information or too many resources are provided, it can be difficult for busy professionals to locate what they need.  
· Ideally, tools and resources should be adopted and “owned” by communities of practice at institutional or sector levels. 

· The currency of tools and resources needs to be maintained. 

4.1 Options for tools and resources 

There are a wide range of tools and resources that can be developed for use by different stakeholders. The JISC Design Studio (a programme output from the JISC Transforming Curriculum Design/Delivery through Technology programme) provides comprehensive guidance on different types of tools and resources that can be developed as well as examples and guidance on how to produce such outputs (including e.g. case study templates). 

The Design Studio is also a repository of all the project outputs from the JISC Transforming Curriculum Design/Delivery through Technology programme.
It should be remembered that project outputs such as case studies, conceptual tools and processes should include contextualising information to allow readers to adopt and adapt the outputs for their own contexts. 

Examples of tools and resources that can be developed as part of project outputs are given below, though it is recommended that, for the full picture, the JISC Design Studio should be consulted. 
	Output type
	Notes and examples

	Case study
	JISC provide a variety of case study templates e.g. a practice example, an institutional example and a project level example.

Case studies can also be shared in EvidenceNet if appropriate.

Examples of case studies include:

· ESCAPE project case study
· Lewisham Asus Eee PC case study
· Lewisham video conferencing case study
· Tangible benefits of e-Learning case studies from across the JISC portfolio 
· REAP pedagogic case studies focusing on assessment redesign
· CELLS transformation story
· Case studies in the use of e-portfolios
· TESEP video case studies focusing on individuals' transformation stories.

	Process
	A process could be, for example, a process model or process map or a workflow. It is useful to provide schematics to illustrate such processes, ensuring that the lay-reader will be able to understand symbols used. 
Examples are:

· COWL process maps
· CASCADE assignment submission workflows
· xcri canonical model for course related information
If possible, it can also be useful to others to include any schematics in a data format that can enable re-use/re-purposing. 

	Findings
	e.g. Evaluation reports, lessons learned, key messages, issues, recommendations
 

Discussion paper on working towards an evaluation report.
Evaluation results from Dynamic Learning Maps
 

Guides to evaluation/research methods:

· Learning Landscape Pathfinder project at Cambridge 
· Method recipe cards  
· Brief guide to Nominal Group Technique (NGT) (T-SPARC)

	Evidence
	e.g. Video clips, quotes, data, testimonials. 
Evidence that is free-standing from e.g. an evaluation report, but is valuable either alone or to illustrate general themes and findings. Evidence may be hosted on e.g. YouTube, slideshare, flickr, institutional and project web sites, with the relevant tags.

· Student view of e-reflect
· Springboard podcast
· MORSE interviews
· U-Now senior management videos
· Digital Libraries in the Classroom video interviews
· HELPP video evidence from learners, staff and placement employers on a foundation degree programme
· Video of the impact of WoLF on the project manager, student and tutor
· Practitioner interviews from Blossom and Flourish on the use of e-portfolios for CPD
· Mind map on change and transition from the STROLL project

	Conceptual tool
	e.g. model, method, toolkit, protocol, framework
 

· Duckling: using technologies to address curriculum challenges - mapping technologies to challenges
· PALET project scoping model showing the intersection of business processes with information systems and the design process
· Hybrid Learning Model from Viewpoints
· PC3 curriculum model for a flexible, personalised module
· DiAL-E framework for using digital resources in teaching
‘Proof of concept’ pedagogic  model for mobile, workbased learning, from the PPPET project
· Governance Toolkit to support transfer of learning records, from the EPICS project 

	Demonstrations, exemplars
	Demonstrations and exemplars will help stakeholders to better understand and visualise innovations and how these innovations can be applied. These can be walkthroughs, videos, screencasts, sample learning materials, screen-shots. Examples are: Tutorials from St Georges (St George’s Generationj 4 project), Atelier-D demonstration (the Open University’s Atelier D project) and Curriculopoly  (Kingston College’s KUBE project) and e-biolabs (University of Bristol’s eBioLabs project).

	Software


	e.g. design tool, reflective tool, mapping tool, virtual learning space (may be represented as e.g. screenshot, video, walk-through, direct access etc)
 

· Atelier-D demonstration
· Viewpoints assessment and feedback tool
· Viewpoints information skills tool 

· Phoebe pedagogic planning tool
· Compendium LD tool from the Open University
· ReCourse learning design system

	Report
	JISC normally provide project report templates. 

	Guide
	Staff development resource, how-to guide, checklist:

· Lewisham Moodle tips
INTEGRATE: engaging stakeholders
Curriculopoly - game-based staff development resource 
· Learn About Learning Design from OULDI (link to guide near top of this page)
· Kastanet Top Ten Tips for managing e-learning projects
· Learners' Experiences of e-Learning guides
· REAP assessment principles
· Animations about the use of e-portfolios from the Flourish project
· JISC good practice guide for using Elluminate, 

· How Duckling technologies have addressed curriculum challenges (University of Leicester DUCKING project), 

· Exeter: engaging stakeholders (University of Exeter – strategies for stakeholder engagement).

A win-win situation can be created when projects and institutions collaborate together to produce Guides, thereby increasing efficiency of working and reducing duplication and conflicts. It can also make is simpler to maintain and update such Guides.

Briefing papers can be used as a short and concise way of briefing stakeholders about specific innovations without the protocols centred around journal/conference papers.

FAQs (frequently asked questions) can be a simple and effective way of providing guidance.

	Recorded workshops
	The use of conferencing and collaboration technologies such as Elluminate now makes it possible to record online conferences and workshops for later playback. This can be extremely useful as a resource for e.g. practitioners debating the application of a specific innovation. An example is St George’s Generation 4 project – showcase. 



	Learning
	Representations of the learning approach e.g. learning design, pattern, plan, examples of learning resources, materials, OERs, RLOs etc.
 

· Tutorials from St George's medical school
eBiolabs materials
· learning designs from the JISC D4L programme, hosted on del.icio.us as tagged assets
· list of clouds available from the OU's cloudworks
· Learning Designs from X4
There is potential to share these resources in Cloudworks.

	Journal and conference papers
	The traditional way of dissemination!

	Online portal/network
	A useful resource for a project to develop would be an online portal and/or network – which could potentially form into a community of practice or special interest group. Resources could be disseminated via the portal and it could provide an opportunity for stakeholders to feedback ideas and suggestions for development. 


4.2 Tips for producing usable, relevant and accessible resources

· Take time to understand what stakeholders need

It is essential to put yourself in other stakeholders’ shoes and to understand what exactly they need from you in order that they can adopt your innovations. In addition, it is a good idea to communicate with them to better understand their needs.

Members of academic programme teams are likely to need different things from you than, for instance, heads of faculties/schools. In the former case, it will be likely that academics would need clear guidance on the rationale for adopting the innovation, the educational benefits (together with supporting evidence) and “how-to” information (including what support they can expect and case studies). In the latter case, heads of faculties/schools are likely to want supplementary information which would focus on the “business” aspects, such as why they should prioritise specific innovations over others, what are the resourcing/budgetary implications for rolling out and scaling up the innovation, how would risks be managed and quality assured?

· Appropriate language and terminology

When communicating with different stakeholders, appropriate language and terminology should be adopted. For instance, some academic staff may be put off by the use of “geek-speak”, preferring e-learning innovations to be couched much more in terms of pedagogy and principles of good teaching, learning and assessment. 

There is even a danger in the academic world of introducing “business/management-speak” e.g. in terms of lean, productive processes, though this has to be balanced with the goal of wanting institutions to become more business-like. 

· Contextualised

As far as possible, resources should be contextualised as much as possible to different stakeholder groups. Readers will generally find contextualised resources more acceptable, credible and certainly simpler to navigate as they will not have to read material that is not relevant to them. It is also worthwhile considering contextualising resources to different subject disciplines though this will often require working with subject discipline experts to do so.

· Produced by/owned by the community

Resources are most likely to be adopted if they are produced by and owned by the community – this gives much greater credibility. An example of this is the (sector) toolkit developed by the QA-QE in e-learning SIG – a toolkit “Harnessing Quality Assurance Processes to Enhance Technology Enabled Learning” – which was developed by the SIG (comprising of practitioners from over 70 institutions) with sector consultation using virtual conferences, workshops and a conference. 

It is not just sector-based communities that can “own” resources – such communities can be at the institution, faculty, school and department levels. 

· Comprehensive descriptions/detailed case studies

Many case studies produced by projects tend to be a bit skimpy on the information produced. Whilst there needs to be a balance between comprehensiveness and simplicity, guidance needs to give a “rich” picture of the project. The basics would include e.g.

· Why – the rationale for the project including the context, needs, challenges and drivers.

· What was done. 

· How it was done (the methodology).

· The outcomes (both planned and unexpected) including benefits to different stakeholders. 

· The impact on different stakeholders.

However, a good case study would go on to produce:

· Detailed “how-to” guidance

· Contextualising guidance e.g. where/when the innovation would be most relevant, such as for different subject disciplines. 

· Costs for designing and delivering.

· Implementation risks and how to manage them.

· Cost/benefit analysis.

· Critical success factors for implementation.

· Skills/roles/responsibilities for implementation.

· CPD/training requirements.

· Support requirements.

· Comparisons with existing practice. 

· Support practitioner learning and educational decision-making
The tools and resources developed should not necessarily be too prescriptive – rather, they should recognise professional learning and allow practitioners to interpret them in their own ways and add value themselves or in groups. 

Most importantly, tools and resources should always be linked back to key objectives and needs for instance, e-learning techniques should be aligned with educational thinking. An example of this is the University of Hertfordshire using a framework for mapping e-learning techniques to principles of good teaching -  based on Chickering and Gamson’s seven principles for good practice in undergraduate education:  

· Easy to find, navigate and comprehend 
Resources should be easy to find, navigate and comprehend so that users can quickly assimilate what the resource provides and identify what they are looking for. Generally it is a good idea to:

· Include multiple methods to allow users to search and browse the resource.

· “Promote” the resource to those most likely to find it of interest e.g. through communities of practice and SIGs.

· Maintain the resource in a single location and request that stakeholders create links to the resource (this can help support updating of the resource).

· Avoid “information overload”. This can be achieved, for instance, by using the “pyramid” approach to developing resources, where users can drill down in a hierarchal structure to find the level of detail they need. 

· Use of multi-media/web2
Resources that are developed need not just be textual-based documents but can include multi-media elements e.g.

· Podcasts or vidcasts (such as for testimonials from students/staff or explaining how a particular innovation works).

· Screencasts created using technologies such as Techsmith Camtasia – where recordings of LT&A applications can, for instance, be shown with a narration (examples: MMTV: Making XML Site Maps; MMTV: Twitter). 

· Slide-shows e.g. using Slideshare (example: Making resources discoverable presentation (BERLIN Project, University of Nottingham) 

· Diagrams and schematics to e.g. illustrate complex processes.

· Mindmaps to explain and illustrate complex points (Mindmapping software now typically allows exporting to formats such as interactive PDF or SWF files) and/or using online mindmaps (e.g. MindMeister).

Furthermore, resources can be created using web2 technologies such as wikis and networking sites (e.g. Cloudworks) which allow communities of practice to provide feedback and discuss/develop the resources. For example the JISC InfoNet Design Studio that is emerging from the JISC Transforming Curriculum Design/Delivery through Technology programme.
· Evidence/evaluation of impact

Increasingly, impact of innovation projects is becoming crucial to identify and evidence – not just for funding agencies, but for budget and resource holders.

Evaluation strategies must therefore place increasing emphasis on evaluating the impact of innovation projects. 

There are however, some issues to address when evaluating impact. The most important is that projects have a finite duration and the opportunity to only measure impact of a pilot or test-bed. It is, however, just as important to sustain the evaluation of impact, as the innovation is adopted and rolled-out to e.g. other faculties & schools. Sustainability plans, should therefore incorporate the sustainability of impact evaluation/evidencing. 

· Testimonials

Testimonials from different stakeholders can be a powerful way to motivate others to adopt innovations. Traditionally, such testimonials have often been promoted as textual quotes, however, the use of podcasting and vidcasting can add value, in the sense that passion and enthusiasm can be conveyed – which can be quite “infectious”. 

· Useful guidance

Tips and tricks, toolkits, checklists, FAQs.
4.3 The Design Studio

The Design Studio is an output from the JISC Transforming Curriculum Design/Delivery through Technology programme – a dynamic web-based toolkit which draws together a range of existing and developing resources around curriculum design and delivery and the role technology plays in supporting these processes and practices. It uses a curriculum lifecycle metaphor as a structure for the wiki-based resource. 
4.4 Maintaining the currency of tools and resources

It is sometimes forgotten by project teams that tools and resources can quickly lose their currency in the light, for example, of new innovations and emerging good practice. A sustainability plan should therefore include mechanisms to maintain the currency of tools and resources. A very effective way of achieving this is through communities of practice or SIGs (special interest groups) where there is emphasis on the community “owning” and further developing its tools and resources. 
5 Creating appropriate organisational structures 

This section will focus on:

· Identifying who can influence and facilitate change.

· Setting innovations within the context of institutional goals, drivers and needs.

· Adopting a Continuous Improvement approach – akin to action research.

· Setting up institutional Communities of Practice to link change agents/champions.

· Adopting partnership working. 

Key points for creating appropriate organisational structures:

· Institutions should consider setting individual project innovations within a context of overall (& cyclic) continuous Improvement – where there is a focus on addressing key institutional/local goals, drivers and needs (the “big picture”), embedding and “joining up” innovations and reviewing/reflecting on the impact of the innovations – akin to action research.

· Innovation project teams do not always have the motivation or wherewithal to take responsibility for embedding innovations, therefore project teams need to transfer “ownership” of their innovations.

· Change agents (or champions) in a devolved model can take on ownership and responsibility for facilitating uptake of innovations. 

· Heads of faculties/schools are key stakeholders in regards to embedding innovations as they can set direction and allocate time and resource – innovation project teams therefore need to convince and motivate them to adopt their innovations.

· Communities of Practice need to be set up in an institution to support networking of change agents/champions in order to facilitate sharing of ideas, knowledge and expertise between faculties and schools.

· Service departments, such as e-learning, blended learning, MIS departments should consider adopting a true “partnership” approach with academics in order to facilitate the uptake of innovations. This partnership approach should also apply to inter-working between service departments, where “turf wars” can block co-operative working. Critical to developing such partnerships are (a) developing a common language, (b) overcoming traditional “master/slave” relationships and (c) creating win-win goals/activities. 

5.1 Adopting an institutional Continuous Improvement approach
In an ideal world, institutions will have a strategy and plan for aligning innovation projects with goals, drivers and needs and some will even adopt a cyclic approach to innovation e.g. a continuous improvement approach (see section 5.1) where the approach includes evaluation within the context of overall goals, reflection and reviewing and even benchmarking (all akin to action research) and then re-planning according to the evaluation and reflection. In such cases, institutions would have defined roles and responsibilities for transferring ownership of specific innovations.
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5.2 Who is responsible for influencing and facilitating change?

One of the key issues that innovation project teams are faced with is that projects have a start and an end and project budgets do not typically extend beyond the end-date. Furthermore, those who undertake innovation projects do not always have a mind-set relating to embedding innovations – they would often rather move on to the next innovation project. This is particularly true for academics, whose “reward” mechanisms relate much more to innovations than institutionally embedding their innovations. 

Project teams therefore need to transfer “ownership” of their innovations elsewhere in their institutions and typically have to work “within the system”. Experience of many HEIs has shown that the devolved “change agent” or “champion” model can work effectively for promulgating innovations e.g. where teaching fellows or blended/e-learning champions within faculties/schools are assigned responsibilities for facilitating the embedding of innovations. 

It is also possible to consider students as change agents – a number of HEIs have appointed students as mentors to staff to help staff adopt e-learning techniques e.g. The University of Hertfordshire Business School. 

	Highlight messages from the JISC Innovation Forum (JIF2010)

	David Rose
· There are 3 innovation stages (a) invention (ideas) (b) early innovation and (c) systemic innovation – each stage needs different kinds of people and exponentially growing funding.

· Successful innovation is not a feat of intellect but of will.

Wilbert Kran
· A Community of Practice is the best place to sustain project outputs.

· Sustainability does not mean forever; it can mean long enough.

John Burke
· Sustainability is about business change and requires a long-term Change Manager to be in place until the change is embedded.

· Sustainability is everyone's responsibility - therefore everyone must be convinced of the need.

· A focus on end benefits is essential.


Heads of faculties/schools are also key people to influence and facilitate the uptake of innovations – as they are often the budget/resource holders and can ensure that innovations are embedding into faculty/school strategies and business plans. However, project teams need to understand the needs and mind-sets of such heads of faculties/schools. They are not necessarily likely to be so fascinated by technology for its own sake – rather, they will be more interested in, for example, QA/QE, costs/resources and risks – therefore project teams will need to make a suitable case for embedding their innovations. There is also a practical issue to address – some heads of faculties/schools might be very “distanced” from innovations, therefore project teams will need to help them understand the impact of the innovations in the context of what motivates and concerns them.

5.3 Organisational barriers and issues

The JISC Innovation Forum (JIF2010) identified a number of organisational barriers and issues relating to sustaining innovation projects and achieving an impact:

· In times of financial difficulty SMTs may want quick wins rather than investing in longer-term impact and sustainability efforts.

· Maintaining support from Senior Management Teams – projects need to maintain continual engagement and effective communications with their SMT e.g. to highlight benefits of their projects that will meet SMT needs and concerns. 
· Reporting requirements do not always encompass impact assessment and monitoring, both as a baseline and as an on-going measure of success.

· Inflexible re-allocation of people and effort (e.g. in securing suitable people to start projects at short notice or to secure new people if project needs change). 

· Skills gaps in knowing how to model and measure sustainability and impact (there can be a lack of clarity as to how to approach modelling and measuring sustainability and impact – which  should vary depending on the type of project and the nature of the outputs).

· A lack of clarity, skills and focus in defining the business case.

· Programme level change is essential to sustainability yet there can be a lack of programme-level culture in institutions. 

· Funding cycles do not allow for full tracking and evaluation of change and impact (e.g. some project impacts will not become fully apparent until pilot projects are rolled out after the formal end of the project). 
· There are many projects running concurrently resulting in information overload – institutions need to better manage the “information tsunami” (see section 2.3 on developing a communications and engagement strategy and plan).
· It is not always possible to anticipate an impact and it is possible that unintended impacts may occur – sustainability plans need to have the flexibility to adapt accordingly. 

5.4 Communities of practice for change agents/champions

The adoption of a devolved change agent/champion model can be highly effective in facilitating the uptake of innovations at a local level, but there is a danger that there will be insufficient sharing of ideas, expertise and know-how between faculties and schools. Processes should therefore be put in place to facilitate the exchange of ideas, expertise and know-how with the change agents collectively “owning” a community of practice within an institution – and involving academic staff, service department staff and students. Such a community can adopt a blended approach to combine traditional methods of knowledge exchange e.g. through LT&A workshops/conferences with virtual techniques including asynchronous online portal approaches combined with real-time collaboration and conferencing systems.

5.5 Evolving staff roles, responsibilities and contracts

Innovations frequently give rise to new ways of working and thus staff roles and responsibilities will need to adapt accordingly. This could also include consideration of new forms of contracts/commercial arrangements with staff e.g. moving from project-related staff to permanent funding posts or, vice-versa i.e. moving to a more contract-based (or out-sourced) approach – the FE sector has greater experience of this compared with the HE sector and has used this approach to bring about efficiencies. 

5.6 Encouraging true partnership working 

One of the key relationships to be nurtured is that between academics and service departments such as e-learning, blended learning, ICT and library. Too often, such relationships are based on one of “master – slave” (where both sides think they are the master!). A true partnership relationship can be considerably more productive – this type of relationship is very much encouraged by the University of Hertfordshire’s Blended Learning Unit, where the key characteristics of such partnership working include:

· Shared vision

· Cultural diversity

· Trust

· Longevity

· Networking

· Transparency
6 Becoming more business-like and entrepreneurial 
This section covers:

· Focusing on impact and returns on investment.
· Evaluating costs/benefits.

· IPR and licensing. 

· Working with key influencers and budge holders.

· Developing a sustainability and embedding plan. 

· Dealing with the loss of talent. 

Key points:

· There is a growing need to respond to the new economic climate and pressures from senior management to align innovation projects with institutional/local goals, drivers and needs.

· Project teams will increasingly be required to evidence measureable impact and positive cost/benefits of their innovation projects.

· Project teams need to work with key influencers and budget holders on planning the embedding of their projects. 
· Project teams should develop a sustainability and embedding plan – to align with the communications and engagement plan. 

· Project teams should consider potential business opportunities that arise from their innovations projects. 

· JISC have developed an impact calculator for evaluating the efficiency of change initiatives. 

6.1 Focusing on impact and returns on investment 

A recent trend has been for funding agencies to become more focused on returns on investment (ROI) in sector innovation programmes – looking at both ROI in individual institutions and across the sector as a whole. For instance:
· The Higher Education Academy funded a range of “transfer” projects within its Pathfinder e-learning change programme, which were designed to transfer the lessons learnt, expertise and outputs from individual Pathfinder projects to the wider sector community. Some of the sector Communities of Practice (or Special Interest Groups) arose out of these transfer projects e.g. the QA-QE in e-learning SIG and ELESIG (Evaluations and Investigations of Learners’ Experiences of e-learning).

· JISC has run a “Benefits Realisation” programme associated with various innovations programmes e.g. the Users and Innovation programme and the more recent Lifelong Learning and Workforce Development programme. As with the Higher Education Academy “transfer” programmes, the aim is to transfer the lessons learnt, expertise and outputs from individual innovation projects to the wider sector community to maximise benefits from the investment. 
Alongside, these initiatives, the funding agencies have been proactive in encouraging institutions to evaluate the impact of their innovation projects as opposed to purely evaluating the quality of the project outputs. Furthermore, there is increasing emphasis on “sustainable” impact, where institutions are encouraged to sustain the evaluation of impact beyond the official completion date of a project. 

Some guidelines for evaluating impact are as follows:

· Be specific – don’t just focus on “benefits” – instead, focus on impacts/benefits to specific stakeholders e.g. students & staff. 
· If the project is focusing on improving the student learning experience, you might want to use a framework for this. For instance, the University of Hertfordshire uses a framework based on Chickering and Gamson’s seven principles for good practice in undergraduate education:  

· encourages contact between students and faculty,

· develops reciprocity and cooperation among students,

· encourages active learning,

· gives prompt feedback,

· emphasizes time on task,

· communicates high expectations, and

· respects diverse talents and ways of learning.

Impact evaluation could therefore be mapped to these seven principles. Similarly, assessment projects could use David Nicol’s principles of good assessment and feedback. 
· Don’t forget the importance of base-lining – to enable you to have a “before” assessment on which to judge improvements.
· Where appropriate, define specific impact measures. For example, if a project is focused on developing more agile/lean curriculum design processes, measures could focus on efficiencies e.g. times to develop curricula and costs (e.g. reduced academic or administrative hours). 

JISC have developed an impact calculator for evaluating the efficiency of a change initiative as part of their records and information management programme. This tool (which can be downloaded) could be used as a basis for calculating impact of other types of change initiatives.  

6.2 Evaluating costs/benefits 

The evaluation of costs/benefits of e-learning investments is an area that is often avoided by institutions and projects due largely to the difficulties and complexities involved. JISC have funded studies to look into this area and details published by David Nicol, Nigel Kay, George Gordon and Michael Coen (2002) - A Model for Evaluating the Costs and Benefits of ICT in Teaching and Learning. This publication highlights the complexities involved, particularly in assessing benefits in a way that can be mapped to costs.

Some of the projects within the JISC Institutional approaches to curriculum design programme (which focuses on technology-supported approaches to curriculum design, approval and review) are evaluating their projects in terms of cost reductions e.g. the University of Cardiff PALET project which is applying “lean” techniques to the curriculum design and validation process and is evaluating “before” and “after” scenarios in respect of e.g. staff time reduction. Similarly, the University of Leicester DUCKLING project (Delivering university curricula: Knowledge, learning & innovation gains) under the JISC Transforming Curriculum Delivery through Technology programme is developing advanced delivery, presentation and assessment processes to enhance the work-based learning experience for students studying remotely – using technologies such as podcasting and e-book readers. The project has found that there are considerable cost savings to be made from e.g. savings in printing distance learning materials. The University has developed a cost/impact matrix which is useful for a top-level assessment of costs –v- impact. 
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The University of Leicester Cost/Impact Matrix

Other projects that demonstrate efficiencies/cost savings include:
· University of Oxford CASCADE project – where the project is driven by the business strategy/plan e.g. to increase revenue and retention.

· Lewisham College Making the New Diploma a Success project which is e.g. using e-portfolios to save assessment time, improve retention and completion times and reduce the need for printing.
However, despite some good examples of efficiencies and cost savings from innovation projects, the quantification of costs/benefits tends to have minimal attention paid to it at institutional, faculty/school and sector levels due largely to the non-existence of common and simple approaches. This all presents institutions with some difficulty in making decisions on prioritising investments in relation to e-learning. 

What we need is an approach to cost/benefits that balances simplicity with accuracy and that focuses on impact of innovations. The University of Leicester has introducing a simplistic approach of using a quadrant that has impact and cost axes and seeks to evaluate innovation projects in terms of impact and cost, illustrating those projects that provide high impact with relatively low cost. Whilst this can be a little simplistic, it is a highly valuable tool in terms of helping academics and senior management teams to prioritise which innovations are best to focus on.

In ideal terms, the sector needs to develop an approach to cost/benefit analysis that perhaps identifies  where the impact lies and maybe provides some scaling/indicators for this (akin to some of the e-learning benchmarking tools) and is not as complex as the techniques outlines in A Model for Evaluating the Costs and Benefits of ICT in Teaching and Learning. 
6.3 Working with key influencers and budget holders
When it comes to embedding in faculties and schools, it is the faculty/school budget/business plan that is likely to be more critical than an institutional budget. Therefore project teams will need to convince heads of faculties/schools to budget for sustaining innovation projects. 

6.4 IPR and Licensing
Intellectual Property Rights (IPR) is a generic term that relates to copyright, trademarks, patents and other claims for 'ownership' of a resource - whether registered or unregistered. 
There are a range of complex issues and risks (e.g. around ownership and trust) that need to be considered and which  can present significant barriers to sharing and publishing of content. The issues are too complex to include in this document therefore the following links are given which provide guidance in different areas of IPR and licensing:
· JISC legal guidance for IPR.

· JISC – IPR Papers 

· Legal aspects of OER (open educational resources).
· Recording of lectures (JISC guide). 

· JorumOpen Licensing Guide. 

· Creative Commons website.

· GNU Free Document License.
· Trust in Digital Repositories – managing IPR in digital learning materials. 

6.5 “Business” opportunities

Institutions and projects should consider business opportunities that may arise from the development of products and expertise as a result of innovation projects. There could be potential markets in the UK and overseas, particularly as HEIs and FECs have built considerable expertise from investments in innovation projects by key agencies such as HEFCE, HEFCW, JISC, SFC, Higher Education Academy and Becta. It is highly likely that overseas HEIs would want to draw on such experience and expertise in their modernisation programmes and many may be willing to pay for this (either directly or via funding/aid programmes). It would have to be remembered that agency-funded projects normally stipulate that project outputs are to be made freely available to the sector, however value-added services could be developed around such outputs. As an example, the University of Hertfordshire has developed a change management process (called CABLE – Change Academy for Blended Learning Enhancement), based on the Higher Education Academy Change Academy and it has now built on this with a service called CABLE Transfer, where the University offers a service to other HEIs to transfer the skills and expertise in implementing the change process, so that the HEI can implement it itself the CABLE Transfer site utilises the Ning social network and contains a range of resources that other HEIs can use to implement the CABLE change process.  
Other “business” opportunities could include:

· Selling learning content.
· Selling toolkits and resources.

· Selling expertise and services. 

· Developing business partnerships with other institutions and/or the private sector. 
6.6 Combining commercial and “open” approaches

Chapter 7 deals with “open approaches” to sustainability covering developments and opportunities within the open movement in relation to e.g. OER (open educational resources) and open software. However, it need not be a case of “either – or” – commercial approaches can easily sit alongside open approaches. For example, a community could develop an open software system and then commercial companies could provide value-added products/ services around the system e.g. training, support, customisation, additional templates. This happens, for example, with open-source content management systems, such as Joomla and Drupal.  
7 Open approaches
This section covers:

· Sustaining projects via open approaches.
· Benefits and challenges of open approaches.
· Open approaches and institutional change.
· Open partnerships and communities.

· The future of openness in education.
This chapter has been informed by two key JISC events:

· The Open Educational Resources Symposium (23 July 2010, London)

· The JIF Innovation Forum - JIF2010 (28-29 July 2010)

Key points:

· The education sector should be more proactive in its leadership of open approaches, at individual, institutional and sector levels particularly in the development of an open and co-operative community culture ….. which can underpin the sustaining and embedding of innovations.  
· Long term sustainability requires institutional embedding as well as co-operative/community approaches at sector (& sector subject) level, which can encourage re-use of content. 

· Open approaches, such as with OER and software development, can act as the catalyst for transformations in scholarship, pedagogy, working practices and business models.
· Open and business approaches are not necessarily mutually exclusive – they can complement each other. 

· One of the most significant barriers to the use of OERs is the unwillingness of academics to develop, share and use such resources, however JISC innovation projects have shown that such barriers can be overcome by e.g. raising awareness of what’s possible and the benefits to scholarship, research and practice as well implementing staff training (which should ideally be professionally accredited). 

· Open approaches can help to meet Government drivers. 

· There needs to be greater awareness of the benefits and mechanisms of open approaches, not just amongst practitioners but also amongst senior managers and policy-makers. 

· In order for institutions to sustain open approaches, “openness” e.g. for OERs needs to be embedded into key strategies, staff development programmes, working practices, services, quality processes and cost/benefit analyses. 

· The sector should increase its efforts to develop sector approaches, toolkits, resources and management systems to encourage open approaches and sustainable communities.  

· An open approach to co-operative development (including students), use, re-use and re-purposing of content can underpin the transition to the concept of learning as a process. 
· Whilst IP and licensing is a complex field, Creative Commons licensing and release to an open repository provides a relatively simple approach. 

· Open approaches offer many opportunities for HE and FE to develop new partnerships in business sectors e.g. with employers, sector skills councils, professional bodies and  employer consortia e.g. to develop business sector OERs and technology innovations. 

· Comprehensive information about OER current practice and issues can be found from the synthesis and evaluation report of the JISC OER programme. 

7.1 Sustaining projects via open approaches

“‘Sustainability' is not about money, it's about the way we wish to love, live, eat, work, play and learn together. If OER is 'unsustainable', it is a symptom of wider social practices which are unsustainable.” 

Joss Winn, University of Lincoln, Centre for Educational Research and Development.
“The movement toward open content reflects a growing shift in the way academics ... are conceptualizing education to a view that is more about the process of learning than the information conveyed in their courses.”
Tom Browne, University of Exeter, Education Enhancement, Academic Services 

“Information is everywhere; the challenge is to make effective use of it. As customizable educational content is made increasingly available for free over the Internet, students are learning not only the material, but also skills related to finding, evaluating, interpreting, and repurposing the resources they are studying in partnership with their teachers.” 

Educause Horizon Report 2010.
“Sustainability = embedding institutionally AND communally”

Helen Beetham 

In some ways, this chapter is an “antidote” to the previous chapter on business approaches to sustainability and many academics will regard the concept of openness as being at the heart of the ethos and core values of higher and further education, particularly in relation to leading society in respect of openness, collaboration and sharing. However, business and open approaches are not mutually exclusive – they can sit side-by-side and complement each other e.g. in the case of businesses supplying value-added services such as support and training around open source software systems. 
“Openness” is a general concept around which individuals, institutions and the education sector as a whole can operate and which can encourage:

· Sharing, re-use and re-purposing of resources by individuals, institutions and the sector as a whole.

· Access for free. 

· Changing practice, roles and responsibilities in terms of development and use. 

· Communal development and transparency.

· Common approaches to IPR that support rather than hinder the core objectives of openness.

· Sector approaches/standards to support identification, management, promotion, categorising, tagging, re-use and re-purposing of resources.

· Greater accessibility and usability of resources. 

In the education sector, the openness concept is typically encountered within:

· Open source software

· Open educational resources (OER)

· Open standards 

	Open source software 
	Open source software allows others access to the core software code in order to view, change and further develop the software under some form of license and is often developed in a collaborative approach e.g. the VLE Moodle. 

	Open educational resources (OER)
	OER can include:
· Learning content 

Full courses, course materials, learning objects, collections, journals as well as content contained within Web2 systems such as blogs, wikis, online mindmaps, multimedia etc.
· Tools: 

Tools to support the development, use, enhancement  and re-use of learning content e.g. tools within VLEs, content development tools, online communities.

· Resources: 

Guidance on creating, publishing, licensing and using OERs.  

	Open standards
	There are a wide variety of definitions of open standards which reflect their context and usage. Generally, a standard is publically available and has various rights to use associated with it and can have properties associated with its development process. An example in education is SCORM (Shareable Content Object Reference Model) – a set of standards for e-learning products that allow inter-operability of learning content and Learning Management Systems. 


Innovation projects can sustain and embed their objectives, outputs and outcomes through open approaches e.g.
· Creating project outputs as OERs and/or open source software.

· Adopting open standards/formats. 

· Creating or joining open communities. 

· Embedding open approaches institutionally e.g. through alignment with key strategies. 

7.2 Benefits and challenges of open approaches

Benefits and challenges can be categorised into four areas:
· Individual

· Institutional

· Sector

· Outside the sector

	Area
	Benefits
	Challenges

	Individual
	· Can enhance individual values e.g.
· Openness

· Public interest

· Quality

· Willingness to share

· Willingness to use others’ resources

· A focus on learner needs

· Reputation enhancement

· Personal/professional rewards

· Greater awareness of the benefits of open approaches. 
	· Willingness of academics to contribute resources.
· Willingness of academics to use and re-use others’ resources.

· Confidence and trust. 

· Time and resource. 

· Perception of added value.



	Institutional
	· Can act as a catalyst for change in institutional strategy and practice e.g.
· A more strategic approach to managing content 
· Aligning strategies, processes and systems

· Re-thinking pedagogy

· Transformations in LT&A 

· Encourage sharing and re-use

· Students as producers of content

· Promoting learning across discipline boundaries.

· Underpinning research-informed learning and teaching.

· Supporting new modes of learning e.g. self-directed, peer-to-peer.

· Encourages partnership working – including formation of international partnerships.
· Cost efficiencies. 

· Can enhance brand, reputation and visibility to stakeholders such as employers, potential students and collaborative partners (see “OER Pilot Programme: synthesis and evaluation” –Helen Beetham, Lou McGill, Isobel Falconer, Allison Littlejohn).  
· Potential to engage alumni. 
	· Allocating appropriate resources to staff.
· Understanding and measuring costs, benefits, impact and return on investment.

· Confusion over compliance issues and how best to work with legal people.
· Staff awareness and motivation to develop and use open resources.

· Quality and reputation. 



	Sector
	· Encourages sector sharing, scholarship and collaboration (e.g. formation of communities and partnerships).
· Encourages concept of sustainable “open” practices as a model for changes in institutional processes.  

· Social responsibility.

· Economic responsibility – cost efficiencies. 

· Meet Government drivers. 

· Supports subject centre or topic-based collaborations. 
	

	Outside the sector
	· Can act as the catalyst to form greater linkages and partnerships between HE, FE and employers and hence contribute towards life-long learning and employer CPD programmes. 

· Can provide an opportunity for sector-level partnerships to form that bring together multiple partners e.g. HE, FE, employers, Sector Skills Councils, professional standards bodies, professional bodies, statutory bodies and employer consortia.  
· Public accountability and recognising tax-payers.See “OER influence outside higher education” – Megan Quentin-Baxter. 
	· Forming partnerships outside the sector can take time and there are many barriers such as differences in culture and ways of communicating. 


Note: in respect of the above see “OER Pilot Programme: synthesis and evaluation” –Helen Beetham, Lou McGill, Isobel Falconer, Allison Littlejohn.  

7.3 Open approaches and institutional change

Section 2.4 (Institutional change management techniques) provides some general techniques in respect of institutional change management, however the table below provides a summary of lessons learnt from various OER projects.

The “OER Pilot Programme: synthesis and evaluation” – Helen Beetham, Lou McGill, Isobel Falconer, Allison Littlejohn) significantly contributes to the following:

	Area
	Detail

	Planning and organisation
	· Ensure it is not just about publishing OERs – sustainability is built in with e.g. re-use, development and enhancement and re-purposing (i.e. to maximise value of assets and avoid one-off developments).

· Important to demonstrate benefits. 

· Need to create a process e.g. for adapting campus-delivered course units into online formats. 
· There can be different benefit cases – different technical and organisational solutions.

· Integrated content management needs to be developed. 

· Technology solutions need to be put in place to efficiently support the development and publication process e.g. for reviewing, feedback, sharing.  

· Typical OER institutional development teams will include a project manager, IT partners, subject specialists and an “Enforcer” – and should be academic-led.

· Consider “students as producers” – see University of Lincoln “Student as a Producer”. 

See University of Nottingham story. 

See University College Falmouth story. 

See the Leeds Manifesto on Cloudworks in relation to OER and sustainability.  

	Staff development
	· OER can lead to the creation of new skills and roles for academics.

· Content creators need training.

· Staff development in respect of OER is essential if it is to be institutionally embedded. 

· Develop a culture of openness.

· OER must be seen as an integral part of scholarly behaviour.

· OER practices should be incorporated into staff development programmes. 

	Key issues
	· Lots of enthusiasm but insufficient skills and knowledge. 

· Legalities.
· Concerns about mis-use.

· Making repositories both accessible and usable.

· Access by academics to local expertise (e.g. technical, legal and educational).

· Time and resources for development.

· Flexibility in quality processes. 

· Securing senior management support. 

	Sharing OERs
	· Deposit once in e.g. institutional/subject repositories. 
· Need to ask the question “how will users find your OERs?”. 

· Repositories need to be easy-to-use. 

· Syndicate e.g. open repositories such as:

· JorumOpen
· Merlot 

· ITunes
· flickr
· Scribd
· slideshare
· Jorum (see presentation by Nicola Siminson):

· a FREE online service providing access to learning and teaching resources, contributed by staff in UK Universities and Colleges;

· these resources can be shared, reused and repurposed;

· JorumOpen provides access to OERs available under Creative Commons licensing;

· JorumUK: resources for sharing within UK FE and HE  through an institutional licence.

· Describe at an appropriate level of detail – include meta data tagging, pedagogy, wrapping and allow for user comments. 

· Raise awareness and share ownership (e.g. blogs, feeds, events)

· Build in tracking and monitoring. 

· Need to consider the issue of “linked to” vs “embedded” content – particularly the issue of updating content and whether hosting sites are terminated. 

	Technical
	· Need to agree file formats.

· Need to consider adapting OERs to different platforms.
· Open source software exists to help build OERs.

· If hosting OERs, need to consider providing adequate hosting and bandwidth. 

· Generally, there needs to be a greater number of technical tools to support   the development and “publishing” of OERs e.g. aggregating resources from different sites and tools to support development and management of OERs. 

· Bulk methods for depositing to repositories/hosting sites are needed.

	Evaluation
	· As well as evaluating impact on users, evaluation should also encompass costs/benefits and ROI (return on investment).

· Include peer-reviews. 

	IPR/licensing 
	· There is a large knowledge gap in this area.
· Institutions need to communicate clear policies. 

· Academics need support.

· There are considerable risks in not getting legalities right.

· Creative Commons Licences have some excellent models and these can apply to the majority of L&T content. 
For example, a “non-commercial, share-alike, no derivatives” Creative Commons license features :

· Tutors are respected & active practitioners in their fields

· Protecting their intellectual property = protecting their non‐academic livelihood
· Supports tutors’ ability to negotiate favourable terms for future contracts

 (see Univ College Falmouth presentation) 

See the following conference presentations:

Prodromous Tsiavos (Creative Commons UK),

Jason-Miles Campbell (JISC Legal)

Naomi Korn (JISC IPR)

Naomi Korn (IP Consultant) provides “Good Practice in Rights Clearance and Licensing”. 

Further info from:
· SCA IPR Toolkit http//sca.jiscinvolve.org  

· Web2Rights www.web2rights.org.uk 

· WATCH http://tyler.hrc.utexas.edu/ 

· Bridgeman Art Library www.bridgeman.co.uk 

· DACS www.dacs.org.uk 



	Accessibility
	· JISC TechDis are a key authority on accessibility – providing guidance and a self-evaluation service.

· There are tools available to help build OERs with a high level of accessibility built-in e.g.

University of Nottingham Berlin project toolkits: XPERT and Xerte 


There are a rich set of resources in relation to OER available as a JISC Open Educational Resources infoKit. This infoKit includes the following:

· Pilot programme outputs: Developing, managing and sharing OERs
· Pilot programme outputs: Business cases and benefits
· Pilot programme outputs: Guidance and support
· Pilot programme outputs: Cultural issues
· Pilot programme outputs: Institutional issues
· Pilot programme outputs: Legal issues
· Pilot programme outputs: Technical and Data Management
· Pilot programme outputs: Quality issues
· Pilot programme outputs: Pedagogy and End use issues
The above links include videos, case studies, module frameworks as well as guidance materials.
7.4  “Open” Partnerships and Communities

Some critical success factors for making partnerships and communities successful are:

· Individuals who have passion and the ability to effect change. 

· A community largely predicated on voluntary effort. 

· Funding should only be focused on activities that the community is supporting. The community should decide on revenue streams but it must not trigger competition within the community.

· Leadership is vital to sustaining communities – it is not about ownership but inspiring and empowering others. If you are a good leader, people will follow you.

· There must be a strong focus on the “community of people”.

· A clear community governance is important, with clear managed intellectual property.  

· An important role of communities is to manage records, data, resources (e.g. OER and computer code) and information for development. 

· Sustainability is more likely to occur when you are close to the practitioner.
· Terminal curiosity: a desire to do new things.
· Desire to establish reputation
· Share practice and mutual engagement.
· Willingness to share deep problem solutions.
· Project holders with clout and securing on-going SMT buy-in.
· Clear organisational space in which to innovate.
· Ability to add project resources to existing resources.
· Sustainability dialogue, including newsletters and face-to-face.
· Constantly evaluating the community.
· Constant movement and change is essential – different people and different activities including the development of regional groups.
“ELESIG” (a Special Interest Group that arose out of the “Learners Experiences of E-learning” programme) is an excellent example of an open community having over 1,000 members and a very active membership and research programme.   

7.5 The future of OER in education

Some ideas that arose from the JISC/Higher Education Academy Open Educational Resources International Symposium on the future of openness in education include:
· There is a case for open scholarship across the board, linking research, teaching, professional practice
· The need for improved OER Quality strategies

· Skills for OER incorporated into Higher Education Academy accredited training

· More useable and accessible technical tools and data exchange/management tools 

· A need to develop a culture of both developing and using open resources.
· The need to identify the most appropriate and sustainable business models for OER.
· The need to better “sell” OER as an idea to policy makers and to justify it in terms of impact and cost/benefits.  

· The need to involve students more to ensure that they get the best deal out of OER and to encourage them to release their own OER.
· The need to understand how OER can contribute towards a growth in online/distance learning.
(see presentations from Sarah Porter and Helen Beetham, Lou McGill, Isobel Falconer and Allison Littlejohn.  
8 Acronyms
	Term
	Meaning

	APCL
	Accreditation of Prior Certificated Learning

	APEL
	Accreditation of Prior Experiential Learning (RPL)

	APL  
	Accreditation of Prior Learning

	AFL
	Assessment for Learning

	BL
	Blended learning

	CPD
	Continuing Professional Development

	Fd 
	Foundation Degree

	fdf
	Foundation Degree Forward

	FE
	Further Education

	HE   
	Higher Education

	HEA
	Higher Education Academy

	HEI 
	Higher Education Institution

	ICT
	Information Communication Technology

	ILA 
	Individual Learning Account

	LRD
	Learning Recognition & Development

	LTA
	Learning, Teaching and Assessment

	LTAS
	Learning Teaching & Assessment Strategy

	MLE
	Managed Learning Environment 

	NLS   
	Negotiated Learning Scheme

	PAD
	Professional & Academic Development

	PDP
	Personal Development Plan

	PLP
	Personal Learning Plan

	QAA
	Quality Assurance Agency for Higher Education

	RPL
	Recognition of Prior Learning 

	SCQF
	Scottish Credit and Qualifications Framework 

	SSC
	Sector Skills Council

	VLE
	Virtual Learning Environment


	WBD
	Work Based Degree

	WBL  
	Work Based Learning

	WBLWG
	Work-Based Learning Working Group

	WBS  
	Work Based Studies

	WFD  
	Workforce Development

	WRL
	Work-related Learning 
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