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Create Support, Synthesis and Benefits Realisation (SSBR) Project for the JISC Institutional Innovation Programme

Overview of the Create SSBR Project

1. Background

The purpose of the “Create” project is:

· to deliver Support, Synthesis and Benefits Realisation (SSBR) services to the JISC Institutional Innovation Programme and its constituent projects. 

The Institutional Innovation programme represents a £13.08m investment (over four years). The programme currently has 27 projects in it, and will grow to encompass approximately 40 projects. The projects are all aimed at supporting existing institutional strategies by providing solutions to institution-wide problems, based upon proven practices, technologies, standards and services.
Programme support services are in an evolutionary phase in the JISC and there is a move towards integrated programme support services. Through this bid, we propose working in this wider context of JISC programme support with, among others as appropriate:

· JISC advisory services (InfoNet)

· JISC innovation support services (CETIS)

· Subject Centres and CETLs

· ALT

As Sarah Porter observed at the recent Innovation Forum (Keele, 15 July 2008), the JISC development world has many aspects of a community of practice and is made up of many interlocking and overlapping sub-communities. In the U&I Programme we have focused on users in institutions. In the Institutional Innovation programme we will be working with a mirror image: institutions with users. However, we propose taking a similar user-centred approach to programme support because project development teams are composed of individuals. These individuals and their teams will be engaged in developments that affect users in their institutions. These institutional users may be people in all roles. We have argued elsewhere that user-centred design and development IS community development and JISC programmes generally may benefit from a community development approach. We set out our ideas on the eFramework wiki (https://e-framework.usq.edu.au/users/wiki/UserCentredDevelopment). This project will be based on and contribute to the evolution of a community development approach to programme support. 
Oxford Brookes University, through the Oxford Centre for Staff and learning Development (OCSLD http://www.brookes.ac.uk/services/ocsd/) has been providing support and synthesis services to:

· two phases of the JISC eLearning Programme, 
Learner experiences of e-learning phase 1 http://www.jisc.ac.uk/whatwedo/programmes/elearning_pedagogy/elp_learneroutcomes.aspx 
and Learner experiences of e-learning phase 2
http://www.jisc.ac.uk/whatwedo/programmes/elearning_pedagogy/elp_support1.aspx 
· the JISC Users and Innovation Programme 
http://www.jisc.ac.uk/whatwedo/programmes/programme_users_and_innovation/emerge.aspx 
· and to the benefits realisation phase of the HEA Pathfinding Programme through the ELESIG community:
http://elesig.ning.com/ 
https://mw.brookes.ac.uk/display/elesig/About 
We recognise the institutional value of these JISC support projects ourselves. For OCSLD, support and synthesis projects enable the educational development function to keep a broad watching brief on developments across the sector and forms a part of our department’s strategic plan. The Create support project will build on existing strategic commitments, and take them further.
2. Aims and Objectives

The Create SSBR project aims to:

· enhance capacity, knowledge and skills across the sector
· promote knowledge discovery and exchange 

· provide access to strategic advice, demonstrators and guidance about educational innovation
· encourage the use of emerging technologies dynamically to showcase project outputs

· foster the development of communities of interest and expertise for the purpose of realising the benefits of the programme.
· contribute to the evolution of a network approach to programme support by facilitating network interactions in four modes:

· peer to peer between the projects, 
· between the projects and the programme
· between project teams and their institutional stakeholders

· and between the projects and the wider educational community. 
3. Overall Approach

The Create SSBR work plan (below) consists of support and synthesis activities in two broad, inter-related phases:

· discovery, analysis and synthesis

· benefits realisation

Face-to-face, online and blended activities will be supported by a platform tailored to the information and dissemination needs of the Programme. Activities will be designed to utilise and showcase different and emergent technologies for teaching and learning, learning spaces, institutional administration, energy management and community development. The project will provide support for both the processes of synthesis and the products or outcomes of synthesis activities.

Although this is not a development project per se, the project will be implementing and adapting a support service website based on latest web 2.0 and semantic web technologies

4. Project Outputs

The principal output is support for the JISC Institutional Innovation Programme. This will be realised through the following tangible outputs”

· Gathering and analysing project baseline data (WP1.1)

· Guiding and advising on project websites and feeds

· Mapping projects local networks 

· Facilitation of approximately 26 project assemblies (WP1.2)

· Synthesising and disseminating the outcomes of the programme (WP1.3)

· Producing 4 online publications 

· Conducting 2 programme-wide blended events

· Conducting 4 programme-wide online events

· Co-ordinating and contributing to 3 JISC programme meetings

· Contributing to 2 Next Generation Technology and Practice events

· Establishing, hosting and managing a project website (WP1.4)

· Provide Elluminate services to the programme

· Managing 4 phases of benefits realisation activity (WP2.1)

· Manage disbursement of Benefits realisation funds (WP2.2)

· Manage the project in line with good practice (WP3) including

· Regular minuted team meetings

· Produce regular quarterly reports, an interim report and a final report

5. Project Outcomes

The support project itself is an exemplar of how community-based approaches to educational development can lead to improvements to the efficiency, effectiveness and quality of educational and administrative processes within the institution. At Oxford Brookes and elsewhere through JISC projects and programmes and other development activity we have seen community-based approaches to curriculum design and development lead to richer cross-departmental and interdisciplinary collaborations.

Through the support project we will model technological solutions aligned to institutional strategies combine open standards based and service oriented approaches of the e-Framework for Education and Research.

The Emerge project has been working with the Users and Innovation Programme to build links with other actors and agencies across the sector, nationally and internationally.

The support project brings an existing network of relationships to the programme and will work with the programme management team to enhanced community networks, working with regional and national, sector-wide organisations.

Through the Create support project we aim to continue to enhanced capacity, knowledge and skills within institutions and provide access to strategic advice, demonstrators and detailed guidance about educational innovation.

6. Stakeholder Analysis

The use of new technologies in education is leading to far reaching change and impacts differently on various stakeholders. These different impacts may lead to sometimes contradictory viewpoints of the desirability of innovation and approaches to change. The issues column in the stakeholder analysis attempts to chart the impact of new technologies and particularly of the groupings of projects on the different stakeholders involved in the programme. Understanding these issues will be important for the development, dissemination and embedding of the projects within institutions and to managing change.
Primary stakeholders 
Primary stakeholders for the clustered projects are suggested below. (Colours are coded to the project descriptions.) In addition the JISC II programme manager and directors should be considered primary stakeholders for the Create support project.
	Stakeholder
	Interest / stake
	Importance

	CIOs, CIS managers, Data managers, Library systems managers, ISS managers, Data users
	The provision of a dependable and resilient IT infrastructure within

the scope of funding and Governance issues. Managing technical

complexity and infrastructure strategy while providing accessible content securely to students as well as technical, administrative and

academic staff.  Enabling improved communications and knowledge/skills

acquisition or dissemination
	High

	Estates and Facilities Managers

Environmental managers and officers


	Environmental and energy-efficiency concerns, pertaining to estates & infrastructure relating to ICT use. Projects focus on related areas of energy efficient deployment of resources, user engagement and user patterns, and the effective design and management of IT-rich learning spaces.
	High

	Academic managers, Teachers, Researchers, Librarians & learning support staff, 

Learning techs,

Ed Devs,

Academic Computing Officers
	Opportunities for development are limited by time constraints. Models and strategies for pedagogic applications of ICT in education are insufficiently discipline focused.
	High


Higher order stakeholders

Secondary stakeholders
	Senior management teams in institutions
	for SMTs, there is still a lack of models and strategies for developing ICT for e-learning and e-admin at institutional level, particularly those that might identify value for money and serve as “dashboard indicators”. SMTs have limited capacity to intervene directly at the individual level – but some funding and resources can be pooled to address problems; SMT support is key to the establishment of partnerships
	High

	JISC JOS committee and the JISC Executive
	JISC has committed major resources to developing e-learning and e-admin programme to address issues raised; may be tensions between institutions and government, who wish to see short-term answers and easy vfm indicators
	High

	Learners in institutions
	for learners, there is variable quality of provision and little choice of e-learning platform / applications / limited personalisation of e-learning programmes; access can be patchy, still; limited personal capacity to contribute to the solution of institutional problems; there may be a conflict between long term learning solutions and quick fix moves
	High


Tertiary stakeholders

	Wider JISC community
	support and synthesis of learning across a range of programmes and committee activity is a challenge; deriving appropriate communication channels and syntheses for multiple audiences to ensure learning gain is maintained and individual autonomy preserved
	Medium

	Wider community of the agencies of government concerned with education and particularly HE: QAA, HEA, Funding Councils
	government wish to see extension of ICT, e-learning and e-admin providing enhanced access to education; concerned with lifelong learning agenda; Once more may wish to see short term solutions. Are trying develop content industry – position on open source ambiguous
	Medium

	Wider community of associations, and agencies of professionals in higher education
	
	Low

	Trades unions
	
	Low

	The families of learners in institutions
	
	Low


7. Risk Analysis

Factors that could pose a risk to the project’s success, are proncipally staff-related. There is a lot to do, with resources spread thin. This table will be monitored and updated throughout the project.
	Risk
	Probability

(1-5)
	Severity

(1-5)
	Score

(P x S)
	Action to Prevent/Manage Risk

	Loss of Brookes Staff
	2-3
	4
	8-12
	OCSLD Consultants Pool, other networks in staff and educational development and JISC circles

	Loss of external Technical Staff
	1-2
	5
	5-10
	Joe Rosa is important to the project. Develop support contingency plans

	Loss of external staff on Analysis and Discovery Phase
	2-3
	4
	8-12
	Two members of Brookes Staff are on this team: Judy Lyons and Patsy Carke. 

	Organisational
	1
	4
	4
	OCSLD and Oxford Brookes are strong, and well established institutions. The project has good support from line management up to senior management

	Technical
	3
	1
	3
	Working at the leading edge of Web2 and semantic web technologies means that the support website can be a real showcase. However, as this is not primarily a web development project and we could get by with very simple Web2.0 tools means that it is a low risk environment in which to experiment with new technologies.


8. Standards
	Name of standard or specification
	Version
	Notes

	MSP/P3M
	
	The project will be managed in line with JISC project management conventions and expectations

	RDF
	
	The Website will be built using standards-based semantic web technology enabling easy data sharing with other JISC and JISC-related services

	DOAP
	
	

	RSS, etc
	
	


9. Technical Development

While this is not primarily a technical development project, the project builds on lessons learned from the Users and Innovation Programme and 
10. Intellectual Property Rights

The foreground IP will be owned by Oxford Brookes University. The University will license all the project output to the JISC community through the most open available Creative Commons Attribution 2.0 UK: England & Wales Licence:

· http://creativecommons.org/licenses/by/2.0/uk/ 

All development on the Website is licensed under the GNU General Public License, version 2
· http://www.gnu.org/licenses/old-licenses/gpl-2.0.html 

All suppliers to the project must license their work and any background IPR provided to the project under these terms.

Project Resources

11. Project Partners

Oxford Brookes University is the lead organisation. Subcontractors include:

· Paul Bailey

· Isobel Falconer

· Emma Anderson

· Joe Rosa

· Rhonda Riachi

· Mitul Shukla

· Josie Fraser

· Graham Attwell

· Steven Warburton

12. Project Management

To respond to the stakeholder analysis we have shaped the team in response to the committee’s recommendations. 

There are four functional groups forming an Operational core in the team:

· Direction and planning (0.6 fte)

· George Roberts, Isobel Falconer, Paul Bailey

· Thematic clusters analysis and support (1.0 fte)

· Patsy Clarke, Judy Lyons, Mitul Shukla, Rhonda Riachi

· Synthesis and dissemination (1.0 fte)

· Emma Anderson, Josie Fraser. Steven Warburton, Graham Attwell

· Platform (0.6 fte)

· Joe Rosa

· The operational core is supported by finance and control (0.25 fte)

· Lynn Farrell
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In addition to the functional groups there will be a project governance advisory group. The groups in the core overlap. The team is experienced and multi-skilled. We have supported and synthesised a range of JISC programmes, and programmes for other agencies of government, and the private sector. We are linked through the Oxford Centre for Staff and Learning Development (OCSLD), JISC, HEA and related networks to many experts. This gives us the capacity to respond flexibly to the developing needs of the programme and projects. 

13. Programme Support

As this is a Support Synthesis and Benefits Realisation project we will need continuous and close co-ordination with the JISC Programme Management and Comms.

14. Budget

Project budget attached at Appendix A. Changes are in line with discussions with JISC Programme Director to accommodate request to manage disbursement of BR funds.
Detailed Project Planning

15. Workpackages

The work plan consists of support and synthesis activities in two broad, inter-related phases:

· discovery, analysis and synthesis

· benefits realisation
WP 1. Discovery, analysis and synthesis 

The discovery, analysis and synthesis phase consists of four packages

· Project contact

· Project assemblies

· Synthesis and dissemination activities

· Projects’ network website

WP1.1 Project contact

We have identified three broad (and convenient themes), as a baseline for starting our analysis. This has allowed us to divide the round one and two projects into manageable groups of between seven and nine. We will not shoehorn projects into thematic categories, but allow categories and associations between projects to emerge.

· IT architectures and infrastructures (Mitul Shukla), consisting of:

· Innovative enterprise architectures

· Data infrastructures for knowledge management and discovery

· Sustainability and the physical estate (Rhonda Riachi), consisting of:

· Low-carbon green computing

· 21st century estates and learning environments

· Learning, teaching and assessment (Patsy Clarke, Judy Lyons) consisting of:

· Learner facing projects

· Institution facing projects
Between Dec ‘08 and March ’09, under the guidance of the Direction and Planning Team, the analysis and support leads and the coordination and integration lead will undertake a programme of project contact and semi-structured interview to 

· gather base line data

· foster trust in the projects for continuing the work of the SSBR project

· build contact lists

· get web addresses

· seek guidance on project relationships and interests: individual and institutional

Project contact will be on going, leading to a programme of project assemblies, synthesis and dissemination outputs and underpinning the Benefits Realisation(BR) programme.

WP1.2 Project assemblies

The SSBR team will facilitate a series of thematic project assemblies.  Assemblies may take many different forms: seminars, workshops, mini-conferences, shared planning activities, site visits, etc. What they must do is bring projects together in an assembly. Each project will be asked to host one assembly in the duration of the programme. Each cluster might hold about 4 assemblies. Assemblies may be blended, face-to-face, online, distributed or collocated. The programme will be providing the Elluminate audiographic environment for distributed live meetings and a Moodle for events management, but projects would be encouraged to run their assemblies in their preferred environments as they wished. Second Life will be available for those that want to try MUVEs. Support can be given on the choice and operation of learning environments for project assemblies. Projects can apply through SSBR to the JISC for additional funding to support their assemblies.
WP1.3 Synthesis and dissemination activities

· Distillation and production of knowledge-based reports

· Programme wide events

· On line publications

Distillation and production of knowledge-based reports 

The synthesis function will engage in internal evaluation of the programme and support functions in order to create new knowledge from the analysis and discovery activities. The team will provide both support for the processes of synthesis and products or outcomes of synthesis activities.  

Programme wide events

Along side the project assemblies the support project will host two online and one face to face programme-wide activities per year. These are in addition to the JISC programme meetings. 

Projects will be encouraged to collaborate through provision of an online collaborative space based on existing applications (below: Project Network Website). The space will be linked with a programme of multi-media, multi-channel and face to face events supporting programme outcomes. 

On line publications 

As well as providing an explicit space for projects to share experience, the collaborative space will aggregate data from individual project websites (such as through the CETIS PROD project), and present ongoing synthesis reports. Use by the projects of tagging will be encouraged; together with analysis of project experiences gathered from their websites, interviews and contributions to events, this will ensure that synthesis themes emerge from genuine project community issues.  Synthesis will be an ongoing activity throughout the lifetime of the project and will inform the planning of programme events, as well as being made available to the JISC programme team..

WP1.4 Projects’ network website

We advise that the projects each run their own website which has a facility for providing regular updates, not as a formal progress report, but as “process thinking”. Through a “media support desk”, projects will be helped to set up an RSS feed that can be syndicated into the central Create public-facing front-end providing “latest news from the Institutional Innovation programme”. The support team will facilitate the development of Web2.0 practices amongst the projects. The focus on Web 2.0 technologies, their public nature and open source roots poses challenges to the historical/traditional ethos of institutional control and security. However, It is a tenet of our approach that social networking is highly beneficial to the JISC for support, synthesis and benefits realisation.

Network front end based on Elgg 1.1. We had not intended to use Elgg. However, having followed the 1.x development, discussed it extensively and seen several templates, we are proposing that we do, after all, use the new Elgg. We will be able to
· aggregate feeds from all the projects
· incorporate latest news
· have static pages
· The support team are familiar with basic Elgg functionality.
We will not - unlike Emerge - expect the projects to Blog in Elgg or to maintain profiles. They may do this on their own sites. We will create profiles on the support site to consume feeds from projects and to maintain updated JISC-related information.

Membership

The site will be read-only to the public. Governance will be Brookes acceptable use policy, foi, etc. Commenting on blogs will require log-in. Self registration for log-in with provisos:
· InstInnov Projects

· .ac.uk emails

· otherwise, email request to support.

In fact most people in the programme will not be "members" of the support site. They will be encouraged to comment on blog posts through their own blog: "I read here [link] and thought this..." Membership of the site for writing will be primarily for the support and synthesis project team. S&S team will blog inside the network site, essentially producing mini-reports of analysis and discovery activity, synthesis and dissemination activity, events, weekly update, etc.

If anyone else in the programme wants to set up a blog we will give them advice, guidance and support in using JISC Involve, public WordPress, or Blogger.
Other components
We have negotiated a programme-wide unlimited license to Elluminate. As well as having blogs, we would like projects also to have their own events calendars that can be consumed as i-cal (e.g. Google calendar). Other site "goodies" such as flickr feeds, etc will be provided as required. We will use Moodle for event management.
2. Benefits realisation

· Manage benefits realisation activity

· Manage disbursement of BR funds

2.1 Manage benefits realisation activity 
The initial benefits realisation activities will be project focussed, but the benefits must extend beyond the original project community. Involving new partners is therefore an essential element of any benefits realisation activity. The longer term aim should be to attain a self-sustained community of interest/expertise or produce benefits which can contribute to an existing community

Working with the projects and the programme, the support team can identify common issues and synthesise them. From this synthesis the BR phase will
· structure collections of BR activity

· organise these into a number of "calls"

· write the call briefings
· manage the bidding process 
· select successful BR projects

· chase the outputs, follow them up and
· incorporate BR outputs  in subsequent syntheses.

BR projects might produce, e.g.:

· Tools, guides, strategies for adoption and support mechanisms to promote additional up-take beyond original project plans

· Collation of scenarios, case studies, narratives, video clips etc. to support institutional cultural development

· Communities of interest to support strategies for adoption.
2.2 Manage disbursement of BR funds

The Director of the Institutional Innovation Programme has asked the SSBR project to administer the disbursement of Benefits Realisation funds.

· Establish disbursement protocols

· Operate disbursement procedures.

Establish disbursement protocols

Work with Finance, RBDO and OCSLD to ensure all steps are in place:

· Draft letter from HEFCE to Brookes

· Set up new Activity code

· Draft boilerplate letter to beneficiaries

· Write outline protocols.
Operate disbursement procedures

There will be in the order of 100 disbursements of between 3K and 50K in the 27 months of the project. These will be made to projects that have already been funded by the JISC to the level of some £200K each. The relationship is not contractised with Brookes. We are the agent for JISC/HEFCE.

Disbursement to projects will be made in two chunks: 50% on award of BR activity, 50% on delivery

· on instruction from the BR manager (me/Paul Bailey) that an activity has been approved

· raise PO and inform beneficiary with standard boilerplate letter attached setting out terms and conditions (We/Brookes, Paul and the JISC write this)

· they send us an invoice for 50%

· we pay it

· on instruction from BR manager (me/Paul Bailey)

· issue second invoice instruction

· they send us invoice for balance

· we pay it.

I estimate two of hours of work at the most for each transaction, say 200 hours over the life of the project: 27 months, less than 10 hours a month.  

16. Evaluation Plan

The project, as a Support, Synthesis and Benefits Realisation project will work closely with the JISC Programme managers and the Programme evaluation team. We recommend that the Programme appoint critical friends to all projects in the programme and that the Create project, itself have a critical friend.

The Project Director will establish a Governance group consisting of the JISC Programme Director and Manager, and Senior management in Oxford Brookes University. The Director will report quarterly to this group.

17. Quality Plan

The principal QA approach will be close co-operation with the supported projects in the programme. As well as adherance to the SSBR plan, at all events the SSBR project will poll participants to discover their ongoing support needs and whether they are being met

18. Dissemination Plan

The dissemination plan consists of WP1.3 and will be discussed at appendix B.
19. Exit and Sustainability Plans

The project websites will be reconfigured as a project archive in the final 6 months of the project. The project archive will be hosted and remain available to the JISC for at least 3 years followin gthe end of the funding period.
Appendixes

Appendix A. Project Budget

Appendix B. Workpackages
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