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JISC Project Plan 
Overview of Project
1. Background
Leeds Metropolitan University (Leeds Met) has recently developed an institutional repository. This is currently being used to share content on a small scale. Also at this time Leeds Met would like to explore the sharing of materials across institutions in order to be more effective and efficient in the creation of learning materials. Currently staff share materials at a very local (subject/award) level.
The OER call provides an opportunity for Leeds Met to identify materials of value to other institutions and partners and release some of our well-established materials currently located on our skills for learning site (skillsforlearning.leedsmet.ac.uk) under an open license. Further to this our expanding Regional University Network (RUN) would benefit from access to our materials as they deliver HE courses in an FE setting.
2. Aims and Objectives
Aim: To build a ‘unicycle’: a prototype mechanism for the export and import of open educational resources at Leeds Metropolitan University. The Unicycle Project will increase the release of open educational resources (OER) from Leeds Met into the further and higher education communities. 
Objectives: Build a cross Faculty network of OER co-ordinators / employing learning technologists and an educational developer to help staff to incorporate and adapt quality-checked OER / collate OER materials for inclusion in the institution repository / identify appropriate tagging and technical requirements / share OER materials with RUN partners & HE community via JORUM.
3. Overall Approach
3.1 - Strategy
Using our current expertise and working with colleagues who have implemented the Leeds Met repository, we aim to develop a process by which staff are able to contribute to, and draw upon, a central repository of OER material. Beyond this, the materials will be made available to the wider FE & HE sectors, including accessing content via JorumOpen. We aim to establish a cultural change within the institution, encouraging staff to create and use OER materials in a sustainable way.
In order to facilitate this the project will implement a Unicycle committee that will include membership from across the institution and more specifically representatives of all 6 faculties, student support services, RUN partners and 3 CETL’s which Leeds Met is involved with. This committee will manage the collection and dissemination of information with regard to the Unicycle project and meet on a monthly basis from the start of the 2009/10 academic year.
This committee will also call upon experts from time to time, more specifically in the areas of IPR and licensing as well as pedagogic value and relevance.
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The strategy will focus on the engagement of Faculties and subject areas from within. The focus of this will be to manage the change view of both using and making available materials as OER’s.
Within the Faculties academic nominees will be the key communicators within their subject teams, encouraging and engaging staff in the use of OER materials. The committee is important to ensure consistency across the institution in terms of quality and technical requirements for inclusion within the repository. Also within each Faculty a learning technologist is available to support staff in the repurposing of materials for use in the OER. A full time learning technologist is also being funded by the Unicycle project to support staff in the process of ensuring materials are suitable for inclusion in the repositories.
The committee will focus on managing the change process across the institution, providing guidelines and planning workshops for staff development activities relating to OER. The committee will normally be chaired by the project manager.
This committee will also draw upon the membership of an advisory group as listed below:
Bob Rotheram (National Teaching Fellow), Prof Janet Finlay, Wendy Luker and Dr Jill Taylor (National Teaching Fellow), all of whom are members of Leeds Met staff with extensive experience of JISC projects. 
Faculties have already begun to identify a range of materials available for the OER (Appendix C) with a view that this will be expanded as part of the first stage of the project.
3.2 – Important Issues
Key issues that need to be addressed as part of this project include:
· Influencing policy change and development of institutional OER policy
· Staff engagement and “buy in” for creation and utilisation of OER materials.
· Technical requirements for the inclusion in the institutional repository and JORUM.
· Accessibility to OER materials and engagement of the regional university network (RUN).
· Long term sustainability of OER use (senior institutional level “buy in”).
· Influence the assessment, learning and teaching policy documentation to include consideration for the use of OER material.
3.3 – Scope & Boundaries
The Unicycle project will largely focus on the strategies required to implement an OER framework at an institutional level. It will explore the engagement of the institution at a variety of levels, from academic creators and users of OER materials to senior management support.
It will explore the process of identifying and repurposing materials to ensure suitability for an open access repository and clarify issues relating to IPR and use of open licenses.
Unicycle will also attempt to address a cultural change in working practices where the creation and use of OER materials within the institution is increased for the long term.
The project will also assess the necessary support required for staff to package materials in order to make them suitable for inclusion in an OER format.
Unicycle will not attempt to define technical standards but will draw upon the work undertaken by other JISC projects , including Leeds Met’s own repository project, to ensure appropriate technical standards are met for the sharing of materials.
In order for the project to be successful it is critical that the project attempts to engage a wide range of stakeholders within the institution. To this end it will be vital to engage (at varying levels) each Faculty and key services areas. It will also be necessary to implement a programme of information for staff in facilitating a cultural change to using OER materials.
The institutional repository uses the same Intralibrary software platform as JorumOpen and the OER materials will be made available in this way.
4. Project Outputs
Unicycle will deliver at least 360 credits (3600 hours) worth of OER material through the Leeds Met repository and JorumOpen. Resources include video materials, podcasts, one-day workshop outlines and content, and whole modules. A significant number of skills-development materials provided through Leeds Met’s Skills for Learning website have also been earmarked for inclusion. Other collections specifically identified are podcasts in computing, business and sport produced through CETL ALiC, a research methods question bank (AFFIRM project) and CETL ALPS mobile learning objects for health.
The materials are drawn from across the University, as follows:
· 50 credits, on average, from each faculty (300 credits)
· 10 credits from each CETL (30 credits)
· 20 credits from Skills for Learning (20 credits)
· 10 credits from Teacher Fellow network (10 credits)
(See Appendix C for currently identified materials).
Documents: Unicycle seeks to develop a range of policies and supporting documents which support staff in the long term implementation of the OER activities with a view to establishing OER activities beyond the life of the project. 
Unicycle will also make available key documents relating to the staff development processes involved in implementation of the Institutional OER repository and any training materials used to support staff in creating and using OER. (These will be made available as resources through the OER repository).
The knowledge and experience gained will formalised into a written report with guidelines for other institutions undertaking the development of an OER repository.
5. Project Outcomes
· Influence University policy and procedures to support OER;
· developing a set of incentives for the release of open learning materials;
· winning ‘hearts and minds’ of significant numbers of teaching and learning support staff about generating OER (using social networking tools developed by the PERSoNA project, along with more traditional methods);
· creating a ‘supply chain’ for quality-checked release of OER – instituting arrangements to assist academic staff in producing learning materials and preparing them for open release;
· integrating OER development into the University’s sustainable planning cycle to ensure future funding.
We will also disseminate through traditional conference and workshop presentation
 channels. The project team has also discussed the idea of developing a one day workshop which could be offered to HE institutions nationally, however this may require additional funding as it is not in the original bid. In addition, we recognise the importance of drawing on contemporary practice and will engage with other HEA/JISC OER projects where it is likely to be mutually beneficial, as with the fruitful collaboration which developed between JISC’s Sounds Good and Audio-Supported Enhanced Learning (ASEL) projects. To this end the Unicycle project has already made arrangements to run a workshop with the CETL for Reusable Learning Objects (http://www.rlo-cetl.ac.uk/joomla/index.php) at Leeds Met.
6. Stakeholder Analysis
	Stakeholder
	Interest / stake
	Importance

	Leeds Met – Academic staff
	Users / Creators
	High

	Leeds Met – Academic Committee 
	Support for open license
	High

	Pro-Vice-Chancellor, Assessment , Learning and Teaching

	Focus on student experience (quality of teaching).
	High

	Learning Technologists
	Development of repurpose-able content.
	High

	Repository staff
	Use of repository for a wider audience
	High

	RUN Partners
	Easier access to Leeds Met materials.
	Medium

	HEI’s
	To create own OER’s and build a national culture of sharing.
	Medium

	Students
	Staff materials higher quality and more standardised.
	Low

	JISC
	Project Funders
	High

	OER Projects
	Partnership opportunities and sharing good practice and dissemination.
	High


7. Risk Analysis
	Key risks faced and mitigation strategy for addressing them

	RISK
	IMPACT
	Likelihood
	MITIGATIVE ACTION

	No materials available for OER repository
	High
	Low
	An initial survey has already been undertaken by faculty representatives and a number of resources identified.

	Essential personnel may leave project
	High
	Medium
	Institutional commitment and active engagement by multiple senior staff mean that any personnel leaving will be replaced from within the team or through consultancy. 

	Unable to work with intended user groups
	Medium
	Low
	Identifying multiple user groups ensures that we have sufficient cohorts to pilot successfully even if some become unavailable.

	Unable to develop and deploy OER.
	High
	Low
	The project will use the existing Leeds Met repository and take advice from staff already developing it. JorumOpen will be used to make materials available.

	Resistance to adoption of OER among faculties / subject areas.
	Medium
	Medium
	Initial staff groups are committed to supporting OER. A wide range of areas within the institution have already indicated a wish to be involved.

	Failure to embed OER use into existing Assessment, Learning & Teaching (ALT) provision.
	High
	Medium
	The cultural step change will be implemented and guided with support from the Teacher Fellow network at Leeds Met, which has the support and leadership of Prof Sally Brown. OER use will be part of  ALT priorities for 2009/10.

	Failure to embed OER into Leeds Met regulatory framework.
	High
	Medium
	Open resources already discussed and approved at Academic Committee.

	IPR not dealt with at academics level and materials submitted are heavily copyrighted
	High
	Medium
	A local team of cross Faculty representatives will examine the materials and seek clarity of copyright over images, text, video etc which may be contained within the OER material

	Copyright materials need changing for open license materials
	Medium
	Medium
	A dedicated Learning technologist will be employed by the project to facilitate necessary changes.

	Technical Implementation of repository
	High
	Low
	We already have a proven repository system that will require some adapting for OER use. We will also be using JORUM to deposit materials to safeguard accessibility to materials.


8. Standards
The Unicycle project will conform to the standards already implemented as part of the Leeds Met repository. Unicycle will not be seeking development of any further standards but will focus on the implementation of process and management of an OER implementation. 
See section 9 for the technical requirements of the project.
9. Technical Development
The institutional repository uses the same Intralibrary software platform as JorumOpen and the OER materials will be made available in this way.
This includes the following standards:
· Standards
· Metadata
· IEEE LOM
· Dublin Core bibliographic citations
· ODRL rights management
· z39.87 image metadata
· XCRI course information data
· Extensions: star ratings, user tags
· Packaging
· IMS 1.3
· SCORM 1.2 and 2004
Unicycle does not aim to implement new technologies but to utilise those already identified through other JISC projects including Leeds Met institutional repository.
10. Intellectual Property Rights
All materials will be released on an open licence in line with the materials made available as part of the OER repository.
Project Resources
11. Project Partners
N/A
12. Project Management
The Project Director will be Simon Thomson who has been Deputy Project Manager for the highly successful JISC-funded Sounds Good project on audio feedback. Unicycle will have an advisory group, whose membership will include Bob Rotheram (National Teaching Fellow), Prof Janet Finlay, Wendy Luker and Dr Jill Taylor (National Teaching Fellow), all of whom are members of Leeds Met staff with extensive experience of JISC projects. 
Each faculty/area will have its own coordinator who will liaise with the Project Director and attend a monthly Unicycle meeting to discuss progress and local issues. This group will also supervise the upload of content into the repository as well as manage quality control for the institutional OER repository.
The following staff have currently been identified as members of the “Unicycle” committee. (See fig 1 in section 3.1).
	Staff Name
	Faculty / Area
	Project Role

	
	
	

	Simon Thomson
	Tel Team
	Project Director

	Nick Sheppard
	Library/Repository
	Repository Advisor / Project Manager

	Steve Jones
	International Faculty
	Faculty Co-ordinator

	Claire Walker
	School of Built Environment
	Faculty Co-ordinator

	Sue Palmer
	Faculty of Arts & Society
	Faculty Co-ordinator

	Stuart Hirst
	Carnegie Faculty
	Faculty Co-ordinator

	Meg Soosay
	Faculty of Health
	Faculty Co-ordinator

	Jayne Mothersdale
	Leeds Business School
	Faculty Co-ordinator

	Marie Scopes
	Skills for Learning
	Area Co-ordinator

	Karen O’Rourke
	Enterprise CETL
	Area Co-ordinator

	Andrea Gorra
	CETL ALiC
	Area Co-ordinator

	Nick Cope (TBC)
	Innovation North
	Faculty Co-ordinator

	Louise Richards
	RUN
	Area Co-ordinator


13. Programme Support
The project would welcome some support in the areas of suggested methods of dissemination. A number of the team have requested alternative dissemination routes to conferences in order that the project might have a more direct impact. (Workshops have already been identified as a method).
14. Budget
See Appendix_A.doc
Detailed Project Planning
15. Workpackages
See Appendix_B.doc
16. Evaluation Plan
	Timing
	Factor to Evaluate
	Questions to Address
	Method(s)
	Measure of Success

	June 09
	Materials Quality v1
(Evaluation process v1 will be based on a perceived measure of managing quality from within the committee)
	Is the quality of materials currently available appropriate for the OER?
	Unicycle committee and external academic advisor to audit materials sample from each faculty/area
	That all the material is suitable for OER use. It should be free of copyright material, appropriate to level of study and suitable for packing as an object in the repository.

	Sept 09
	Materials Quality v2 – based on guidance given from v1
(Evaluation process will be amended to v2 if necessary based upon feedback from v1)
	Is the quality of materials currently available appropriate for the OER?
	Unicycle committee and external academic advisor to audit materials sample
	That all the material is suitable for OER use. It should be free of copyright material, appropriate to level of study and suitable for packing as an object in the repository.

	Sept 09
	Academic Staff engagement of offering OER materials.
	Are staff increasing their sharing of materials through the OER.
	Faculty coordinators identify current practices early on in the project (in initial collection of materials) and assess now. 
	That staff are beginning to think about sharing more of their resources as part of the Unicycle project. Increased materials for the repository.

	Jan 10
	Engagement of OER materials with pilot modules. Increased use of OER material in a taught module.
	Have staff been able to utilise OER materials and integrate them in their teaching/support of students.
	Questionnaire, interviews with staff
	That staff have been able to access and utilise OER material within their module delivery.

	Feb 10
	Increased use of OER materials
	Following pilot modules reports have staff increased own use of OER materials
	Measure of materials used by Faculty/Area coordinators
	Increased use of OER material (including RUN partners)

	April 10
	Increased offering of OER material
	Have staff increased sharing of own work and offering as OER?
	Measure materials made available to repository.
	Increased offering of materials for the OER repository.

	April 10
	Unicycle system fully operative.
	Is the cycle of using and sharing materials operational at Leeds Met.
	Identify repository content being made available and being utilised at Leeds Met 
	Sustainable cycle of materials being offered and utilised.

	Sept 09 - April 10
	Staff development materials
	Have the staff development materials been beneficial to staff in their use of OER.
	Staff development questionnaire relating to understanding of oer. Evaluations at the end of staff development workshops
	Staff awareness has increased relating to the use of OER materials and even “open license” materials for use in teaching.

	April 10
	Impact of the OER project to influence institutional policy change.
	Has the OER project been able to make direct impact on policy consideration and change.
	Collation of evidence where the unicycle project has influenced a policy change, direction or alt strategy decision.
	Unicycle influenced or impacted change that had a long term beneficial effect.


17. Quality Plan
	Output
	

	Timing
	Quality criteria
	QA method(s)
	Evidence of compliance
	Quality responsibilities
	Quality tools 
(if applicable)

	Jun 2009
	120 Credits of OER material.
	Unicycle committee to asses fitness for purpose with guidance from educational developer.
	Materials are appropriate to taught level and for intended audience.
	Faculty Coordinators
&
Project Director
	

	July 2009
	Pilot Programmes using OER materials.
	Unicycle committee to asses fitness for purpose
	Successful integration of OER materials into taught programme,
	Faculty Coordinators
&
Project Manager
	

	September 2009 – April 2010
	Staff Training Materials
	Technology Enhanced Learning Team approve staff development materials.
	Materials are authorised for use as part of the TEL team development.
	Project Director
	

	Jan 2010
	Proposal for longer term institutional commitment to OER.
	Pro Vice Chancellor for ALT approval
	Acceptance as a University policy.
	Project Manager
	

	Feb 10
	240 Credits of OER material.
	Unicycle committee to asses fitness for purpose with guidance from educational developer.
	Materials are appropriate to taught level and for intended audience.
	Faculty Coordinators
&
Project Manager
& 
Project Director
	

	May 10
	Institutional policies and procedures approved.
	Office of the Pro Vice Chancellor for ALT approve policy change.
	Policy or Procedure is published as a aspect of ALT strategy.
	Project Director
	


18. Dissemination Plan
	Timing
	Dissemination Activity
	Audience
	Purpose
	Key Message

	Jun 09
	Staff Workshop
	Leeds Met staff
	Introduce Unicycle project to staff.
	Staff will create own re-usable materials to be hosted as part of Unicycle.

	Sept 09
	Staff development workshop.
	Leeds Met staff
	Increase staff engagement with OER materials.
	Increase awareness of OER materials and encourage staff creation and use.

	TBC
	Internal ALT Journal
	Leeds Met Staff
	Increase awareness.
	Get involved!

	Oct 09 – Feb 10
	Presentation & Local workshops.
	Leeds Met staff / RUN Partners
	To offer each Faculty / RUN partner local engagement workshops.
	Increase awareness and use of OER materials specifically tailored for each area.

	April 10
	Conference Workshop (TBC)
	National – users of repositories. Interested users of open licensed material.
	Disseminate the experience of the Unicycle project .
	Encourage staff and HEI’s to engage in OER’s


Dissemination will also be taking place less formally through the website (unicycle-leedsmet.ning.com) and as part of the everyday communications with colleagues locally and nationally.
19. Exit and Sustainability Plans
	Project Outputs
	Action for Take-up & Embedding
	Action for Exit

	OER Repository
	Obtain local commitment to support long term OER repository.
	

	Staff Incentives programme.
	Create annual cycle linked to staff appraisal & reward.
	

	Documentation
	
	Sustain website for further 3 years. Make materials available via JISC.

	Leeds Met OER Supply chain.
	Embed OER requirements into the ALT strategy.
	

	Institutional Policies
	Ensure procedures and policies for long term strategy are included in the staff development process as well  as aligned with the ALT Strategy and included in the annual review process.
	

	Learning Technologist support for staff.
	Faculties to implement support of staff through their own Learning Technologists as well as support from TEL Team activities.
	

	Open Jorum deposit
	Develop a deposit system which allows staff to make local repository and JORUM deposits in one action. 
	


	Project Outputs
	Why Sustainable
	Scenarios for Taking Forward
	Issues to Address

	OER Repository
	Commitment by Leeds Met to repository already.
	Each Faculty to create a local system for materials being shared through the OER repository.
	Licensing and sustainable support for staff to check quality and support staff repurposing materials.


Appendixes
Appendix A. Project Budget
Appendix B. Workpackages
Appendix C & Cii – Currently identified materials for the OER repository.
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