ELTAC: Project Plan October 2008
PAGE  
ELTAC: Project Plan October 2008

[image: image1.png]



Project Document Cover Sheet

	Project Information

	Project Acronym
	ELTAC

	Project Title
	Enhancing Lectures Through Automated Capture

	Start Date
	1 October 2008
	End Date
	31 March 2010

	Lead Institution
	Coventry University, Coventry, CV1 5FB

	Project Director
	Professor Denise Skinner
d.skinner@coventry.ac.uk
Tel: 

	Project Manager & contact details
	Gita Devi

g.devi@coventry.ac.uk
Tel: 

	Partner Institutions
	

	Project Web URL
	http://cuba.coventry.ac.uk/eltac

	Programme Name (and number)
	Institutional  Innovation Programme: Large-Scale Institutional Exemplars

	Programme Manager
	Andy Dyson


	Document Name

	Document Title
	Project Plan 

	Reporting Period
	Due 30 October 2008

	Author(s) & project role
	Whole project team; main author Gita Devi, Project Manager

	Date
	
	Filename
	

	URL
	

	Access
	X  Project and JISC internal
	X  General dissemination (without sensitive, budget information)


	Document History

	Version
	Date
	Comments

	1.0
	16/10/08
	Draft 3; after discussion with Work Package Leaders

	
	
	

	
	
	


[image: image2.png]



JISC Project Plan Template

Overview of Project

Background


Recording and replaying videos of lectures has long been a part of FE and HE teaching practice. In some cases, such as earlier periods of the Open University’s operations, lecture material distributed on video cassettes was a natural extension of the practice of broadcasting educational content. Elsewhere university and college libraries have developed collections of video materials which may include recordings of lectures. However there have always been shortcomings to the effective use of recorded lectures as learning materials. One is the lack of flexibility inherent in the technology. If large numbers of students wished to access video material then either it would have to be broadcast or shown cinema-style. Both means would restrict availability by time or place or both. Alternatively multiple copies of the material would need to be produced (legitimately or otherwise) and distributed. This includes, of course, domestic production via home video recording. A second restriction is the lack of interactivity inherent in replayed lectures, 


Recent advances in technology have renewed interest in exploring the pedagogic and other 
affordances of recorded lectures. In particular distributing recorded lectures via the internet is now a 
viable proposition given advances in web streaming technologies. This overcomes the time and place 
restrictions inherent in older technologies. The falling cost of digital storage has also been a factor. 
However recording lectures and making them available  has still been a labour intensive process and 
few institutions have been able to progress beyond recording a small number of lectures, usually for 
special reasons such as delivery by a distinguished guest.
Latterly automated lecture capture systems have begun to emerge. These overcome the labour cost issue by automating the key processes of scheduling, recording, digitising, storing, publicising and distributing lectures. In the past three or four years a number of proprietary systems have been developed with education in mind, the market leaders being Echo360 and Sonic Foundry. There are also systems with a more commercial sector market focus, for example ePresence from Microsoft. It is also possible to build a system from existing applications and tools. The Echo360 system has been implemented in Australia and some preliminary evaluation of experience gained has recently (since submission of the bid) been published
.

The ELTAC project will build on an existing pilot implementation of automated lecture capture at Coventry University by conducting a large scale trial in two faculties during 2008/9 with the full expectation of an institution-wide roll-out from Summer 2009.

Aims and Objectives

The overall aim of the project is to develop and implement a university-wide automated lecture capture system which informs the university’s new build programme, enhances the current estate, increases active participation in lectures by linking them to CUOnline
 and social software environments and makes lectures available for replay via a variety of mobile devices.

The specific objectives of the project are to:

· Assess the affordances of automated lecture capture for our students, particularly those with English as their second language, work-based learners, studying at partner institutions and/or with disabilities.
· Assess the usability of captured lectures for students, particularly via mobile devices and in settings other than the university or home.
· Identify potential challenges and advantages for teaching staff when using a capture system that will influence academic staff development and support services.
· Gather and analyze evidence on how, when and where students access and use captured lectures and where it works best.
· Identify strategies for overcoming staff resistance to having their lectures captured.
· Develop policies on IPR which promote lecture capture and align individual, group and institutional incentives. 
· Develop staff briefing and training materials and approaches which help staff adapt their lecture styles and material to exploit the pedagogic benefits of automated lecture capture.
· Evaluate the benefits and costs of implementing automated lecture capture from a range of perspectives including student and staff satisfaction, learning outcomes and economic.
· Develop a robust plan for, and change management approach to, institution wide implementation of automated lecture capture.
· Identify and evaluate the implications of automated lecture capture for new building design.

· Integrate captured lectures with other learning and teaching tools, for example social software (developing an “architecture of participation” in lectures which extends beyond the time space occupied by the lecture itself and permits students who do not attend the lecture or who are only willing to engage in or capable of limited participation in live lectures).
Overall Approach

Strategy

Our project strategy follows the following cycle:
[image: image3.png]University
roll-out

Adapt&
improve

Evaluate

Inform,
Faculty brief, train
trial




The pilot phase took place during 2007/8 and was the catalyst for seeking support for the ELTAC Project. In some ways it can be seen as a proof-of-concept trial. The first evaluation phase (of the pilot) took place in early summer 2008 and the results incorporated into the project bid. Our development strategy is to follow a trial → evaluation → adaptation and improvement → inform and develop staff → implement changes evaluation and so on cycle.
Methodology

During the first year we will conduct a faculty-level trial of the Echo360 automated lecture capture system in two faculties (BES and HLS)
. Within BES the trial will be conducted by capturing lectures on the MBA programme (among others).The MBA is studied by approximately 300 students (in 2007/08) of whom over 70% are non-white and 50% have a first language other than English. The programme has two starts each year and is semesterised. During the first semester we will seek informed volunteers to help test out issues. In the second semester we will capture all the lectures on core modules. 

In the HLS-based trial we will concentrate on courses which have a high proportion of work-based learners, for example the Foundation Degrees in Health and Social Care Management and Paramedic Sciences, degree programmes in occupational therapy, physiotherapy and social work and the core Inter-professional Learning Pathway taken by all students on health professions courses. In total approximately 1,200 students will be involved.

We will provide captured lectures in a variety of formats (podcast, enhanced podcast and videocast) which are capable of replay on a variety of mobile devices (notebook and laptop computers, MP3 players, video iPODs etc). We will also conduct a limited trial to assess the affordances of making captured lectures available through IPTV. At the end of this large-scale trial we will conduct an interim evaluation for both the university and the sector.

In the second year we will implement automated lecture capture across the campus, including integrating provision for the technology in the new build programme. In the final three months of the project we will conduct, publish and disseminate an evaluation. The project will evaluate the economic and wider costs and benefits of automated lecture capture from the student, individual staff, faculty and university perspectives. We will produce a variety of project outputs including briefing and training materials, evaluation reports, implementation and change management guides, good practice cases and pedagogic advice.

Structure

The project will be divided into the following six work packages:
WP1.
Extended faculty-based trails in Business, Environment and Society (BES) and Health and Life Sciences (HLS)

WP2.
Developing user-friendly interfaces for both staff and students

WP3.
Developing and testing integrations between Echo360 and the components of CUOnline

WP4.
Staff development, both in the use of the system and in pedagogic development; this workpackage also includes the development of briefing and training materials

WP5.
Institution wide roll-out

WP6.
Evaluation, which is an ongoing activity throughout the life of the project and beyond.

The project management team will ensure that internal and external dissemination activities are maximised. 

The project will run for 24 months from October 1 2008 to September 30 2010.
Issues to be addressed
In technical terms we believe that there will few, if any, significant issues. Firewalls and security systems have given problems, but these have been shown to be capable of solution. Automated lecture capture generates large video files which have to be stored and distributed on demand. We need to plan network, storage and server capacities carefully. There will also be some technical support issues which require long-term attention and possibly additional resourcing (if it is not possible to reduce support demands elsewhere).

There are a number of non-technology challenges. Firstly and most importantly teaching staff may be unwilling to cooperate. These will need addressing through emphasizing the benefits to staff, identifying sources of concern and addressing them with understanding, supporting staff in working in a new environment and providing high-quality staff development.
However the main issues are likely to be organizational. The following questions (among others) arise:
· Who chooses whether or not a lecture is captured?

· Who controls how the lecture is made available?

· How long should captured lectures be retained?

· Do we capture all lectures as a matter of course or concentrate on those where are particular benefits to be gained from capture?
· Do we make allowance for any post-capture edit?

· What can captured lectures be used for?

· Where should policy be made (at the course, Faculty or university level)?

· Can we ensure that students sign up to “fair use”? 
· How should the technology be incorporated into new build programmes?
Scope

The project scope for ELTAC is, initially, to develop automated lecture capture within BES and HLS. This will cover between 12 and 20 installations. Trials will be conducted both via capturing lectures for an entire course, lectures which are currently difficult to make available to non campus-based students, guest lecturers etc. The aim will be to cover a wide variety of modes of delivery at the course level (ie face-to-face, blended, work-based and distance), a range of subject areas and levels of studyin order to gain as comprehensive picture as possible of the affordances and benefits of automated lecture capture. In addition to the faculty-based systems a further two systems will be based in CSHE
 for training, experimentation and staff-development purposes.  One of these systems will be in the Creativity Lab, a highly equipped teaching and learning space where staff can try out new technologies and approaches in a live but supported environment.

In summer 2009 we develop plans for a university-wide roll out. Whilst his may take place over a longer period than the life of the project
  we would expect to achieve a high degree of coverage of the campus by summer 2010.

Critical Success Factors

1. Buy-in from BES and HLS managers and, in particular, course leaders and PVC’s with responsibility for academic development.  
2. Staff participation will clearly be essential to the study.  This will be dependent on their perceptions of benefits vs pitfalls.  
3. Feedback from participants and peers for data collection and evaluation.  To get meaningful analysis, we will require regular feedback from participants and colleagues. 
4. IT compatibility, usability and interoperability with existing services.  Most of the systems requirements have already been tested in a similar environment during the pilot project. However, there may be other applications where issues might arise.  Our initial due diligence leads us to believe that if such issues did arise, they could be overcome.

5. Student buy-in is also vital. Whilst there is no reason to suppose that they will not welcome the initiative it is important hat teir perceptions of automated lecture capture and its benefit are not solely based on what happens during what is a highly developmental phase.

Project Outputs
Documentation

Project document deliverables will include:
a. work plan 
b. progress and risk assessment reports as required 
c. a final report 
d. website and blog 
e. staff training materials
f. stakeholder requirements documentation
g. change management strategy for implementing automated lecture capture

h. interim and end of project evaluation reports

i. policy documents for automated lecture capture use covering, inter alia,  IPR, storage and related issues
ELTAC documentation will be developed collectively as a continuous process facilitated by use of a blog/wiki. This will include draft policy documents for consideration by appropriate university committees, user documentation, good practice guides and training materials (including Captivate tutorials, video-based material etc.). These outputs will be deposited in our institutional repository (CURVE) and be available to the sector as a whole where appropriate.

Infrastructure

In terms of infrastructure deliverables are:

j. documented integrations between Echo360 and other university systems including CUOnline

k. a prototype IPTV system for delivery of captured lecture material

l. the development of alert/syndication tools 

m. campus-wide coverage and use of Echo360

Content

For development of content we will provide:

n. agreed standards 

o. sustainable arrangements for, and definition of responsibilities relating to, on-going management of content in the institutional repository 
p. a training package
Content deliverables are expected to be:

q. a collection of captured lectures
r. a collection of staff development materials in various formats for self-use and facilitated workshops
Training

Finally, there will be deliverables associated with training and support:

s. explicit reference to repository development in key University policies and the future strategy 

t. briefing events/ workshops held for subject groups/course teams in the university
u. embedding in University training programmes

v. a portfolio of on-line and other support material 

w. student support materials to help them use captured lectures effectively

Project Outcomes

The outcomes for students are:

· Having lecture material available for revision purposes

· The opportunity to review lectures and enhance lecture notes

The outcomes for staff are:

· Greater control over their workloads

· Being able to pre-record lectures to cover times when they are unavailable

· The possibility of having a fall-back position if they are unexpectedly unable to give a lecture

· The possibility of integrating lectures with other learning tools and technologies such as blogs, virtual social learning spaces, VLEs etc.

The expected outcomes for Coventry University are:

· Improved student retention

· Enhanced student satisfaction

· Improved services to international students

· Greater accessibility and usability of lectures for students with a disability

· Improved services to part-time and work-based students

· Cost savings, as some lectures may not need to be repeated to cater for different or very large student groups

· Leveraging the positive impacts of “star lecturers” (whether internal or guests)

· Less disruption to courses if staff are unavailable

In addition, as the practice of capturing lectures spreads, the sector has the potential to benefit from the wider sharing of lectures between institutions. 

Stakeholder Analysis

	Stakeholder
	Interest / stake
	Importance

	Students 
	Availability of captured lectures for revision, review purposes. Ability to catch upon missed lectures. Wider access to lecture material.
	High

	Teaching staff
	+ve: better use of existing lectures; easier mechanism for dealing with student queries; greater flexibility in use of teaching time.

-ve: fears over workload allocations; potential; reduced control over “their” lecture material; greater exposure of lectures.
	High

	Faculties
	Access to a library of captured lectures. Greater ability to cover for lecturer unavailability. Improved service to students. Improved retention rates. Potential greater attractiveness of courses. Less need to repeat lectures.
	High

	University 
	Improved retention.

Increased student satisfaction.

Greater resilience of teaching programme.

Better use of teaching estate.
	High

	WBL partners
	Improved access to university teaching materials.
	Medium

	Other CU institutional partners
	Access to lectures used on joint courses.
	Medium


Resolving stakeholder issues will need careful planning and will involve a large element of stakeholder consultation and user testing. Embedding use of Echo360 into teaching will require training and support, as well as promotion and advocacy. We will also need to consider incentivisation. 

Risk Analysis

	Risk
	Severity

1 - 5
	Probability

1 - 5
	Risk

Score
	Actions

	Staff loss
	3
	2
	6
	Use current staff. If project staff leave or become unavailable other members of the group can pick up the work.

	Loss of Project Director
	3
	2
	6
	Other workpackage leaders have experience and could take over. Experience of directing JISC projects is also available elsewhere in the university.

	Poor project management
	5
	1
	5
	Use experienced team. Divide responsibilities for day-to-day operational project management from university business management systems to provide internal checks.

	Poor teaching staff buy-in
	4
	3
	12
	Stress the positives of automated lecture capture to staff (greater flexibility, reduction in duplication of work etc.) Provide supportive training.  Work closely with course teams rather than isolate individuals.

	Lack of institutional buy-in
	4
	1
	4
	Keep Academic Executive informed of progress.  Publish project successes internally. Emphasise benefits rather than stress difficulties.

	Lack of student engagement
	5
	1
	5
	Keep students informed of project progress. Ensure that they recognise that not everything will always go to plan during a trial.


Note:  1 is low; 5 is high. Risk Score = severity times probability.

Risk and Strategies to Encourage Staff Participation

Our approach will be based on:

· Developing clear and fair arrangements for the management of captured lecture material including access rights, storage periods, DRM etc.

· Helping staff to improve lecture content

· Providing non-threatening opportunities for staff to try out the system

· Promoting the advantages to staff of automated lecture capture

Standards

Particularly relevant standards and specifications are:

· Dublin Core for metadata attached to captured lecture material in CURVE
· IMS/SCORM for captured lectures used as learning objects
· Media standards to ensure easy transferability and playback in a wide variety of situations
· Standards associated with IPTV systems
Technical Development

We have now established our third generation e-learning environment, CUOnline, which integrates a VLE (Vista 4) with a repository (CURVE), an e-portfolio system (PebblePad), a social networking environment (CMeOnline based on Elgg), a portal (based on Microsoft SharePoint), other university systems such as the SRS and library management system and a rich palette of e-learning tools. This is supported by a 24/7/365 online help and advice service. A major element of technical development will be to integrate automated lecture capture within this system.

It is also important to broaden to range of devices, which will predominantly be user-owned, on which captured lectures can be accessed and replayed. These include laptop and notebook computers, iPods and other portable media devices, televisions, PCs etc. This will require us to make captured lectures available in a variety of formats.
Technical Services
There are several main sources of technical services relevant to ELTAC; these include:

· The e-learning systems technical specialists in the e-learning unit (eLU)

· Database, networking, security and other technical expertise residing in the Information and Technical Services department of the university (ie the computer services area)

· Software and other expertise residing with Echo360

· Expertise available from JISC sources

· The JISC IPTV special interest group

Intellectual Property Rights

IPR will remain with Coventry University. All results and outputs will be freely disseminated and available for use by the HE and FE communities, provided that Coventry University and the JISC project are acknowledged as the sources.

Project Resources

Project Partners

Echo360 are the market leader in developing automated lecture capture systems. As such they have considerable experience of working with other universities, particularly in Australia and the US, which is of value to the project. Echo360 are collaborating on the project by providing technical information, particularly to aid integrations with other systems and web-based services. 

The partnership with Echo360 does not represent and particular endorsement or recommendation of Echo360 above any other system.

Project Management
This project will be managed using the PRINCE2 methodologies framework.  The eight PRINCE2 management processes will be carefully tailored to ensure that the project is successful and manageable.  Project management will also be carried out in accord with the JISC guidelines and requirements.The diagram below illustrates the project management structure.

Workpackage Leaders
Each workpackage will have a work package leader.  Workpackage leaders will be in-charge of managing the work within their respective work package and ensuring milestones are met in the required timescales.

The Project Board 
The Project Board will meet once every two months.  Meetings will be designed to review and communicate progress and resolve any issues that arise. 
The Project Board will comprise of the Project Director and the Project Manager, the Dean or an Associate Dean of BES and HLS, workpackage leaders, two staff colleagues (one from BES and one from HLS) and two students participating in the scheme.  The following is a list of the Board members.
David Morris:


Chair

Denise Skinner:


Project Director

Gita Devi:


Project Manager

Deans (2):


Julie Harrower






Don Finlay

Academic staff members (2):
To be identified

Student members:

To be identified


Workpackage leaders:

Don Finlay (as above)






John Tutchings






Andy Syson






Juliet Hinrichsen






Susan Moron-Garcia
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Workpackage Leaders
Each workpackage will have a leader.  Workpackage leaders will be in-charge of managing the work within their respective work package and ensuring milestones are met in the required timescales.

Programme Support

There are currently no specific areas where we would like support from the programme or programme manager. However we are likely to seek advice from JISC Legal and possibly other sources within JISC on the IPR issues related to captured lectures.

Budget

The budget is as agreed in the project proposal. The budget and justification are based on full economic costs. Staff training will incur considerable expense; however, we are not including this as part of the bid as it will be absorbed into the institution’s ongoing training strategy. 

Detailed Project Planning

Workpackages

As detailed at the end of this document.

Evaluation Plan

	Timing
	Factor to Evaluate
	Questions to Address
	Method(s)
	Measure of Success

	Ongoing
	Awareness level
	Do university staff know about ELTAC?
	Sample staff
	Awareness rate increasing.

	Ongoing
	Lectures captured
	How many lectures have been captured?
	Simple count
	Proportion of lectures within scope of trials captured

	Ongoing
	Speed of take-up
	Is rate of lecture capture increasing?
	Monitor rate of capture
	Rate of capture increasing throughout the life of the project.

	Ongoing
	Enquiry level
	How many lectures are being accessed?
	Monitor CURVE accesses
	Access rates increasing

	Ongoing
	Use level
	What use is being made of material?
	Sample users
	Improvement in use rates between the samples.

	Ongoing
	Staff engagement
	Are staff becoming actively involved in ELTAC?
	Monitor participation in workshops etc. Project blog entries.
	Increasing numbers of staff trained and using the system

	Ongoing
	Quality of captured lectures
	Has the quality of lectures improved?
	Sample captured lectures and assess
	Quality criteria developed and lectures improving according to those criteria

	September 2010
	ELTAC Project success
	How successful do stakeholders believe the ELTAC project has been?
	Final evaluation
	As agreed in Evaluation Plan

	Ongoing
	Lecture enhancement
	Has the pedagogy of lecturing changed for the better?
	Lecture observation. Student ratings.
	Higher student satisfaction with lectures

	Ongoing
	Student study behaviour
	Have students changed the way they use lectures?
	Focus groups
	Students positive use of captured lectures


Quality Plan

	Output
	Project Documentation 

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

(if applicable)

	Ongoing
	Clarity

Usefulness
	Audit by Project Director
	Report to Project Board
	Denise Skinner
	

	Ongoing
	Progress targets met
	Project Board monitoring
	Reports to Board and JISC
	Denise Skinner
	


	Output
	Infrastructure 

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

(if applicable)

	December 2008
	Integrations functioning well
	System testing
	External accesses tried and successful
	John Tutchings
	

	December 2008
	Tools for capture, deposit and access fit for purpose
	User trials
	Users satisfied
	John Tutchings
	


	Output
	Training and Support 

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

(if applicable)

	Ongoing
	Briefing and training fit for purpose
	User evaluation
	User comment and satisfaction ratings
	Susan Moron-Garcia
	Satisfaction survey

	Ongoing
	Satisfaction with eLU support 


	A log of queries and outcomes will be kept. 
	Problems cleared up
	Andy Syson
	Log of issues raised and help given.

	Ongoing
	Support material fit for purpose
	User evaluation
	Survey data
	Susan Moron-Garcia
	Survey of students


Dissemination Plan

A key element of the project will be to share the experience, evaluations and results within the University as a part of our policy to encourage use, and also with the wider community. Dissemination will be an on-going activity throughout the project and will take place through a variety of mechanisms, including a project website, a blog, and contributions to internal and external conferences. 
	Timing
	Dissemination Activity
	Audience
	Purpose
	Key Message

	Ongoing
	Participation in JISC workshops and events
	Other institutional exemplar projects; JISC
	Sharing best practice across sector
	ELTAC successes and challenges

	Ongoing (and post-project completion)
	ELTAC  Blog and website
	Everyone
	Keeping stakeholders informed
	ELTAC developments

	Ongoing
	Internal CU workshops etc
	CU staff
	Informing staff, briefing and training, culture change
	ELTAC provides significant positive benefits to all internal stakeholders

	Ongoing
	Interim evaluations
	Everyone
	Keeping stakeholders informed
	ELTAC progress to date

	September 2010
	Final Evaluation Report
	Everyone
	Report on ELTAC successes; share good practice
	ELTAC has been successful

	Ongoing
	Journal articles, conference presentations etc
	HE teaching and learning community
	Sharing good practice and results of the project
	ELTAC experiences 

	Autumn 2010
	Workshop at Coventry University
	JISC community
	Disseminate project results, demonstrations, share good practice
	This is what others can learn from ELTAC

	Autumn 2008, 2009 and 2010
	Echo360 User UK Group Conference
	Actual and potential Echo360 users
	Sharing experience, reporting on project, learning from others
	Influence Echo360 development

	Project end
	Publication of Good practice guide
	Education community, JISC development Program and other external interested parties
	Inform / promote
	How to implement automated lecture capture successfully


Exit and Sustainability Plans

	Project Outputs
	Action for Take-up & Embedding
	Action for Exit

	Reports
	Freely available on institutional and JISC website
	Ensure web page supported for 3 years and then archived appropriately

	Content
	Available in institutional repository, and where appropriate through Jorum
	Maintenance and support of repository embedded in institutional practice

	Advice and guidance
	Made available through website, and also disseminated widely through repositories programme
	Make available in variety of formats

	Live website with user information
	Giving regular updated information for potential adopters of the scheme
	Keep stakeholders informed of longer term developments

	University policies
	Automated lecture capture embedded in relevant university policies
	Ensure policies in place

	Resourcing plan
	Develop long term resource plan to support system
	Build into continuing budgets


Workpackages Summary

	Package 
	Staff
	Activities
	Months
	Days
	Deliverables
	Milestones

	Faculty trials
	Finlay

Harrower

Skinner

Ali/Taylor
	Develop draft policies on system use, IPR etc.

Individual and group discussions with staff to identify and resolve issues.

Develop change management strategy.

Hand-hold early staff users, monitor system reliability etc.
	1 - 3

1 - 3

1 - 3

1 - 12
	20

20

20

80
	Detailed policy document.

Change management strategy.
	Policy presented to University.

Strategy agreed by steering group.

	User interface
	Tutchings
Teed

	Provide range of syndication tools for users. 

Ensure captured lectures can be delivered to a variety of mobile devices.

Develop prototype IPTV channel for lecture delivery.
	1 - 6

1 - 9

7 - 12
	5

20

20


	Syndication tools (eg RSS feeds to Facebook, iGoogle etc).

Systems tested and working.

Prototype IPTV system.
	Tools available .

Prototype ready for testing.

	Integrations
	Tutchings
Teed
	Develop integrations with CURVE, CMIS, CUBA etc**
	1 - 12
	20
	Working, documented integrations.
	Integrations tested and in production.

	Staff development
	Hardy

Hinrichsen

Courtney
	Develop “How to” guides.

Develop workshops and allied materials on enhanced lecturing techniques (including templates).

Deliver staff development workshops.
	1 - 3

1 - 3

4 - 18
	30

30

30
	Guides produced.

Workshop materials published

Workshops
	Staff training complete for trial groups (month 6).

Staff training complete for all university staff (month 15).

	Institution wide roll-out
	Syson

Skinner

Syson

Ali/Taylor
	Develop plan for institution-wide roll out.

Ensure stakeholder participation.

Co-ordinate roll-out.

Staff support
	3 - 9

9 - 12

13 - 18

13 - 18
	10

10

40

160
	Roll-out plan

Systems working and in use.
	Plan agreed by Steering Group.

Plan agreed by Faculties, Estates, IT Services.

Roll-out complete.

	Evaluation
	Moron-Garcia*

McTavish
	Establish evaluation criteria and methodology

Data collection

End of phase 1 evaluation

End of project evaluation
	1 - 3

4 - 18

12

15 - 18
	10

72

10

20
	Evaluation plan

Interim report

Final report
	Submission of detailed project plan to JISC

Report to Steering Group

Final report to JISC


Workpackage 1

	Activity
	Earliest

start

date
	Latest completion date
	Outputs

(clearly indicate deliverables & reports in bold)
	Milestone(s)
	Responsibility

	Faculty trials; led by Don Finlay and Julie Harrower
 
	October 2008
	May 2009
	
	
	

	 Identify courses etc where lectures will be captured.
	October 2008
	October 2008
	List of target courses with lecturer agreement
	Report to Project Board
	Don Finlay; Julie Harrower

	Develop protocols with staff for lecture capture
	October 2008
	December 2008
	Draft protocols
	Consideration by Faculty committees etc
	Don Finlay; Julie Harrower

	Monitor progress and ensure that the trials stay on schedule; notify Project Director of any issues
	October 2008
	May 2009
	Progress reports to Project Board
	Consideration by Faculty committees etc
	Don Finlay; Julie Harrower

	On basis of faculty trials develop change management strategy for faculty implementation
	October 2008
	December 2008
	Draft strategy document 
	Consideration by Faculty committees etc
	Don Finlay; Julie Harrower

	Monitor technical support needs of staff
	October 2008
	May 2009
	Reports to Project Board
	December 2008; May 2009
	Imran Ali; Malcolm Taylor

	Monitor system reliability
	October 2008
	September 2009
	Reports to Project Board
	Project Board meetings
	Imran Ali; Malcolm Taylor; Clive Teed


Workpackage 2
	Activity
	Earliest

start

date
	Latest completion date
	Outputs

(clearly indicate deliverables & reports in bold)
	Milestone(s)
	Responsibility

	User Interface: led by John Tutchings
	October 2008
	July 2009
	
	
	

	Develop easy to use system interfaces for staff and student uses
	October 2008
	March 2009
	Interfaces developed and tested with users
	Demo to Project Board
	John Tutchings; Clive Teed

	Develop range of syndication tools
	October 2008
	December 2008
	Tools available and tested
	Demo to Project Board
	John Tutchings; Clive Teed

	Develop and test delivery to a variety of mobile devices
	October 2008
	May 2009
	Progress reports to Project Board
	Demo to Project Board
	John Tutchings; Clive Teed

	Develop and test prototype IPTV system for delivery of captured lectures
	March 2009
	August 2009
	Working prototype system
	Demo to Project Board
	John Tutchings; Clive Teed


Workpackage 3

	Activity
	Earliest

start

date
	Latest completion date
	Outputs

(clearly indicate deliverables & reports in bold)
	Milestone(s)
	Responsibility

	Integrations: led by John Tutchings
	October 2008
	July 2009
	
	
	

	Develop and test integrations with relevant CUOnline and other university systems
	October 2008
	July 2009
	Integrations developed and tested with users
	Demo to Project Board
	John Tutchings; Clive Teed

	Develop documentation
	October 2008
	July 2009
	Documentation available
	
	John Tutchings; Clive Teed


Workpackage 4

	Activity
	Earliest

start

date
	Latest completion date
	Outputs

(clearly indicate deliverables & reports in bold)
	Milestone(s)
	Responsibility

	Staff Development; led by Juliet Hinrichsen
	October 2008
	March 2010
	
	
	

	Identify staff development needs
	October 2008
	December 2008
	Report on needs
	Project Board meeting
	Juliet Hinrichsen; Amanda Hardy

	Develop workshop materials
	October 2008
	December 2008
	Materials available in CURVE
	Pilot workshops completed
	Juliet Hinrichsen; Amanda Hardy

	Develop self-help materials (user notes; interactive demos etc) and “How To” guides
	October 2008
	May 2009
	Materials available online
	Show and tell to Project Board
	Juliet Hinrichsen; Amanda Hardy

	Deliver staff development workshops
	October 2008
	March 2010
	Workshops delivered
	Training given to all staff users
	CSHE staff


Workpackage 5

	Activity
	Earliest

start

date
	Latest completion date
	Outputs

(clearly indicate deliverables & reports in bold)
	Milestone(s)
	Responsibility

	University-wide Roll Out; led by Andy Syson
	January 2009
	March 2010
	
	
	

	Develop university-wide roll-out plan
	January 2009
	May 2009
	Plan
	Project Board meeting

Academic Executive meeting
	Andy Syson; David Morris; Denise Skinner

	Co-ordinate and monitor roll-out
	June 2009
	March 2010
	University-wide implementation
	Stages as identified in plan. Reports to Project Board
	Andy Syson

	Monitor technical support needs of staff
	September 2009
	March 2010
	Reports to Project Board
	December 2008; May 2009
	Andy Syson

	Monitor system reliability
	September 2009
	March 2010
	Reports to Project Board
	Project Board meetings
	Imran Ali; Malcolm Taylor; Clive Teed


Workpackage 6

	Activity
	Earliest

start

date
	Latest completion date
	Outputs

(clearly indicate deliverables & reports in bold)
	Milestone(s)
	Responsibility

	Evaluation; led by Susan Moron-Garcia
	October 2008
	March 2010
	
	
	

	Establish evaluation criteria and methodology
	October 2008
	December 2010
	Draft evaluation plan
	Agreement y Project Board
	Susan Moron-Garcia; Denise Skinner

	Data collection
	January 2009
	March 2010
	Qualitative and quantitative evaluation datasets
	Interim reports to Project Board
	Susan Moron-Garcia

	Evaluation reporting
	January  2009
	March 2010
	Reports to Project Board
	March 2009; November 2009;March 2010
	Andy Syson

	Monitor system reliability
	September 2009
	March 2010
	Reports to Project Board
	Project Board meetings
	Imran Ali; Malcolm Taylor; Clive Teed

	Final reports to JISC
	March 2010
	March 2010
	Final report(s)
	Project end
	Denise Skinner


� See Karen Woo et al. (2008) Web-based lecture technologies: blurring the boundaries between face-to-face and distance learning. ALT-J, 16 (2): 81-94.


� CUOnline is the name given to the university’s e-learning environment.


� Coventry University is organised into four faculties and these two, when combined, account for over half of the university’s students and teaching staff.


� The main components of CUOnline are a VLE (Blackboard Vista Enterprise), CURVE (institutional repository), CUBA (a blogging environment based on Wordpress MU), CMeOnline (a social networking/communication environment based on Elgg, a PDP (PebblePad) and a number of associated tools for discussion, chat, voice communication etc.


� This could be expensive and cuts across the attractiveness of having a fully-automated system. On the other hand it might reassure lecturers that “mistakes” will not be preserved.


� Centre for Studies of Higher Education


� Depending on resource availability (including qualified technician availability) and the scheduling of the university’s new build programme.
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