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JISC Project Plan 

Overview of Project

1. Background

JISC defines a digital repository thus:

“A digital repository is differentiated from other digital collections by the following characteristics:

Content is deposited in a repository, whether by the content creator, owner or third party; The repository architecture manages content as well as metadata; The repository offers a minimum set of basic services, for example  - put, get, search, access control; The repository must [aim to] be sustainable and trusted, well supported and well managed.

Enhancing access to scholarly communications has been a major driver for establishing, both institutional and subject based archives. Many, though by no means all repositories support ‘open access’, at least in part. Open access repositories [have] the following characteristics: the repository must provide open access to its content (unless there are legal constraints) the repository must provide open access to its metadata for harvesting.”

The University of Bradford currently has a number of digital repositories within the university but it does not have an Institutional Repository. The principal examples are E-pository, which contains some learning 
objects (material from the library’s Special Collections) as well as being an archive for administration, and Virtual Scholars, the Library’s repository of postgraduate dissertations which uses the open source software DSpace. There are also some electronic collections of learning materials supported within departments.

2. Aims and Objectives

The project builds on work that the Library, in collaboration with colleagues from Management Information Systems and from IT services, have undertaken on developing a digital repository of postgraduate dissertations, Virtual Scholars. This has captured dissertations submitted in partial fulfilment of a postgraduate degree from the university since 2005. The drivers for the development of Virtual Scholars were the need to maximise the use of space in the library and the desire to make the material more readily available to the community.

Work already undertaken has also provided valuable experience in dealing with other parts of the university outside of Learner Support, particularly the Student Registry and with academic departments on matters such as deposit agreements, data formats etc.

The aim of the project is to develop Virtual Scholars to include postgraduate theses, to investigate further uses to which the repository software might be put and to develop an Institutional Repository populated with scholarly output from a pilot academic area.
The institutional repository will be a showcase for the intellectual output of the University of Bradford and will include inter alia:
· M Phil and doctoral these awarded by the University
· Existing electronic deposits; postgraduate dissertations, examination papers and archival material from the library’s special collections
· Electronic copies of articles and other academic publications of university staff and researchers
The project supports the aims and values of the university’s Corporate Strategy and its e-strategy. These are available at

http://www.brad.ac.uk/gateway/downloads/reports/corporate-strategy-summary.pdf

http://www.brad.ac.uk/corporateplan/e-strategy/
3. Overall Approach

The scope of the project is:
· Identify and review existing collections of materials that might feature in an institutional repository
· Investigate the needs of academic schools which an institutional repository could meet
· Consider how cultural barriers could be overcome
· Establish the architecture of the repository and implement the technical solutions 
· Ensuring interoperability with internal and external systems
· Establish procedures for deposit including a deposit agreement and copyright arrangements
· Establish and implement  procedures for harvesting material already available

· Set up a trial with one or more academic departments

· Devise a project exit strategy

· Provide full documentation and disseminate the results of the project

These tasks are the remit of the repository project. The Project Manager will also provide the technical support for the Project. 

4. Project Outputs

· A project plan and work packages 
· Risk log

· Progress reports 

· biannual JISC progress reports 
· Repository policies
· User needs specification 
· Requirements analysis
· Policies and metadata profile(s) 
· Presentation on IR to LSS colleagues

· Promotional materials, including LTA Conference poster session

· Local JISC funded repository event
· Repository with content from the pilot academic department(s)
· Final report for JISC 
Project outputs will be made available through the BURP! web page as they are created.

5. Project Outcomes

· By the end of the Project, the University should have a demonstrably working repository service, with scholarly content being regularly added and accessible by the internet to the scholarly community. There will be no authentication issues, as the documents contained in the Repository will be freely available. Staff of the University will be aware of the procedure for lodging documents and will have knowledge of how to integrate materials in DSpace into teaching materials held on other University systems. 

· The repository will interact with other University systems. Examples of such are Blackboard, Metalib, Library Catalogue and the proposed Content Management System. The interaction can be at several levels, examples being deep linking into Blackboard and cross-searching via Metalib. The repository will also generate RSS feeds by subject area, which can be referenced by Blackboard, for example. The Project Team will be involved in discussions when new systems are being considered or likely to be purchased that the IR can be integrated into.

· For external systems, integration with the Ethos system at the British Library and the IESR at MIMAS are realised and also the data harvesting by nominated systems will have been made possible. The Project will be registered with the Directory of Open Access Repositories (OpenDOAR) run by Sherpa and with the Register of Open Access Repositories (ROAR) at the University of Southampton. Security of data against unauthorised harvesting will also have been implemented.

· A method for depositing scholarly output on the Repository will have been devised in collaboration with the Project Supplier and Senior Supplier. Training will be provided to Library staff on how to complete initial deposits by academic members of staff and on how to maintain materials in the Repository. The Dublin Core metadata standard is used to augment repository entries.
· A repository manager will keep working with University departments to encourage use of the IR for depositing materials. 
· The integration of existing departmental databases in Departments into the IR will be offered.

· The Project Team has devised an Exit Strategy to ensure that the Repository goes across the institution after the project has finished. As part of the Exit Strategy, training will be given to nominated staff on how to run the DSpace software and server, how to troubleshoot lodging of documents, etc. The website of the Project will be integrated into existing LSS web pages and maintained by LSS staff after the Project has finished.

6. Stakeholder Analysis

In the beginning the project team will hold high visibility networking events in order to guarantee buy-in from academic members of staff (Associate Deans, researchers and teaching staff), and smaller scale meetings within academic units to disseminate information about the goals of the project and the benefits of outcomes. 

The project team will work closely with key stakeholders throughout the project ensuring the findings of the project are disseminated to the widest audience. The aim is to share outputs, outcomes and information arising from the project with stakeholders and the wider academic community via formal reports where appropriate, face-to-face meetings and/or seminars with stakeholders, research showcases and updates in internal and external newsletters. There will be a final dissemination event held at the end of the project to inform stakeholders of the achievements of the project.

Overall, the project web site will be used as the primary means of disseminating information about progress of the project to each of the stakeholders listed below. The website is envisaged to remain publicly available after the JISC funding period ends. An additional blog is planned to disseminate progress information to other JISC SUE project workers.
Dissemination of outputs to the wider academic community will take place via JISC mailing lists and events throughout the life cycle of the project. The BURP! team will expect to liaise closely with JISC to ensure wide dissemination of outputs during and after the funding period.

	Stakeholder
	Interest / stake
	Importance

	Internal stakeholders

	University Librarian
	Project sponsor; interest in having an IR that showcases the University’s scholarly footprint
	High

	Associate Deans, Departments and/or Programmes
	Champions for the project within each department; users of IRs as depositors
	High

	Teaching Staff
	Users of IRs as depositors; need to have confidence in depositing their own papers
	High

	Research Staff
	Users of IRs as depositors; need to have confidence in depositing their own papers
	High

	Students
	Users of IRs possibly as depositors but mainly as end-users
	Medium

	Librarians
	Building IRs and using them as intermediaries; target group for consultation on user requirements
	Medium

	Learning Technicians
	Creators of learning objects; end-users of IRs
	High

	Technical Staff
	Maintaining IR
	High

	External stakeholders

	Academic researchers in UK and abroad
	Users of IRs as researchers; need to have trust in digital content in repositories as researchers; 
	High

	Editors, learned societies and publishers
	Co-existing with IRs; wish to protect the interest of their publications; need to have confidence in clear labelling of and signposting to publisher versions
	Medium

	JISC Programme
	Outputs from the project; support and approval
	High

	Other projects and initiatives in the are of IRs
	Outputs from the project; liaison and co-ordination
	Medium

	JISC community
	Outputs dissemination
	Medium


7. Risk Analysis

	Risk
	Probability

(1-5)
	Severity

(1-5)
	Score

(P x S)
	Action to Prevent/Manage Risk

	Staffing


	A member or members of the Project Team leave the University whilst the Project is in progress
	1
	5
	5
	Replace the team member(s) as soon as possible. In the interim try to cover as much of the work as possible with existing team.

	A member or members of the Project Team become absent for  a period of time whilst the Project is in progress
	2
	4
	8
	Adapt to the situation as necessary by rearranging work schedule and using other team members for work.

	Organisational


	Departments are unwilling to take part in the Project or withdraw during the Project
	2
	5
	10
	Another Department will need to be approached who would be willing to take part in the pilot phase of the Project.

	Pilot Schools/Depts own priorities change during the project year and disrupt the progress of the project
	2
	5
	10
	Project Team will liaise with Associate Deans to improve response of pilot department members

	Technical


	DSpace software ceases to remain Open Source software
	1
	4
	4
	Investigate the availability of other Open Source software and plan for emergency migration.

	DSpace software is unreliable and not usable for the project
	1
	4
	4
	Migration to other software platform. Options for alternative platforms to be investigated.

	The server for DSpace breaks down
	1
	5
	5
	Server repair made under maintenance contract or server replaced if fault cannot be repaired. Extra funding may need to be applied for.

	Customisation of DSpace to Bradford needs takes longer than expected or proves difficult
	2
	3
	6
	Liaise with RSP technical support to acquire further assistance.

	Possible difficulties and delays in DSpace customisation to Bradford needs will cause problems in ensuring interoperability with other systems
	2
	3
	6
	Liaise with RSP technical support to acquire further assistance.

	Legal


	
	
	
	

	Legal issues about IPR make the Project undoable for deposit of items of work by academic staff
	1
	5
	5
	Try and resolve legal issues by negotiating with relevant stakeholders.

	Copyright permissions for the handling and storage of electronic documents change
	1
	4
	4
	Try resolve copyright issues by negotiating with relevant stakeholders.


8. Standards

	Name of standard or specification
	Version
	Notes

	OAI-MPH
	
	

	Dublin Core
	
	

	RSS
	
	

	HTML, XML, CSS
	
	

	Javascript, PERL
	
	

	Z39.50, SRW
	
	

	HTTP
	
	

	OpenURL, Handle
	
	

	Creative Commons
	
	

	DSpace
	
	

	PDF, DOC, DOCX
	
	

	GIF, PNG
	
	


9. Technical Development

DSpace version 1.4 and any subsequent upgrades to ensure up-to-date software.
10. Intellectual Property Rights

The University of Bradford claims the intellectual property rights on all materials and services produced by staff and students in the course of their engagement on university business. This will include the repository service. 

It is however recognised that publishers will as a matter of course require the reassignment of copyright through a copyright transfer agreement when e.g. journal articles are published in commercial journals by students or members of staff. This reflects on the deposit workflow. When depositing post-print or other already published materials, third party copyright must be cleared by seeking permission from various parties, including publishers, on depositing materials to the new repository service. It is envisaged that permission is acquired prior to making repository content freely available. 

The Project Team aims to build awareness among depositors about authors’ rights. This would include highlighting the author’s right to hand over non-exclusive licenses not only to the repository management but to commercial publishers. The Project Team are aware of the work done by SHERPA/RoMEO in this area and will develop a workflow that will provide the framework for the acquisition of the permission to deposit from publishers and for handling any conditions that the publisher may impose.
Project Resources

11. Project Partners

N/A

12. Project Management

Project Board

Russell Allen (CMS Project Manager), Grace Hudson (Subject Librarian), Anne Costigan (Subject Librarian), and members of the Project Team.

The role of the board is to oversee the smooth running of the project.
Project Team:

Project Sponsor

Peter M. Ketley

University Librarian – Acting

Email: p.m.ketley@Bradford.ac.uk
Tel : 01274 23366

Project Manager (approx 1h per week) and technical support 

Polly Dawes

Systems Librarian

Email: p.j.dawes@bradford.ac.uk
Tel : 01274 233396

Repository Project Worker

Satu Nieminen

Email: s.nieminen@bradford.ac.uk
Tel : 01274 233400

Various training needs will be addressed during the project year. This will take the form attending seminars, workshops, road shows and summer schools on topics relevant to the project. It is envisaged that the Repository Project Worker will attend events on metadata issues, versioning, eTheses, IPR, advocacy, digital curation etc. 

13. Programme Support

N/A at this time.
14. Budget

Appendix A

Detailed Project Planning

15. Workpackages

Appendix B

16. Evaluation Plan

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

	1st Quarter
	User needs analysis 
	What do our stakeholders want from an IR?
	Questionnaires
	Responses inform he initial DSpace IR installation

	
	Requirements analysis
	What are the functionalities required at Bradford from the IR software?
	Use cases
	Project Team are able to follow the requirements list based on use cases and setup an IR for user testing

	2nd Quarter
	User-friendliness of DSpace installation
	Is the IR installation meeting user needs?
	Observation session(s) and feedback in focus group(s)
	Project Team are able to adjust the IR installation according to new information from stakeholders

	2nd Quarter
	Fitness for purpose of repository policies
	Do the repository policies enable  efficient use and management of the IR?
	Project Team to consider these issues during the project life cycle
	The policies provide answers to questions about accepted content and formats; who deposits and how and how the IR is managed etc

	3rd Quarter
	User-friendliness of DSpace installation after changes made
	Have the changes made improved the IR installation?
	Observation session(s) and feedback in focus group(s)
	Project Team are able to make any further adjustments to the IR installation if required

	3rd Quarter
	Success of harvesting local departmental databases for their existing full text content
	Is the workflow in place and suitable for the harvesting of departmental content?
	Testing with pilot department(s) content.
	Project Team are able to harvest local content and upload it to the IR

	3rd and 4th Quarter
	Interoperability with institutional systems (Blackboard, Metalib, CMS)
	Can IR content be searched via Metalib and the Library OPAC? Is it possible to use RSS feeds with Blackboard? Does the IR integrate with the CMS?
	Test searches from Metalib and Library OPAC. Test RSS feeds for Blackboard.
	The IR can be searched via Metalib and the Library OPAC. RSS feeds can be embedded into Blackboard. The IR integrates with the CMS

	3rd and 4th Quarter
	Interoperability with external systems (ETHoS; OpenDoar, ROAR)
	Can the Bradford IR be interrogated via ETHoS, OpenDOAR and ROAR?
	Implement OAI-PMH and test the DSpace installation after ensuring ETHoS, OpenDOAR and ROAR requirements have been met
	The Bradford IR may be interrogated by external systems e.g. by ETHos, OpenDOAR and ROAR

	3rd and 4th Quarter
	Success of advocacy efforts
	Have academic departments been approached in the right manner to ensure buy-in?
	Collaboration with liaison librarians to devise the right approach to advocacy. Discussion within Project Team about best approaches. Investigation of case studies to find best practice examples for advocacy
	Pilot department(s) academics are depositing their research output to the Bradford IR, and other academics are pledging to do so when the service goes live

	4th Quarter
	Appropriateness of dissemination methods
	Have the methods used for dissemination been appropriate and effective?
	
Questions about dissemination in final Q4 questionnaire.
	Number of deposits from pilot department(s) starts to grow.

	4th Quarter
	Final Report
	Has the project achieved its aims and objectives?

Have the planned outputs been produced?
	Comparison of Project Plan and outputs/milestones with actual final outputs of the project
	The project produced the desired outputs (live IR) and has a viable exit strategy for running the IR service after the project end date

	Throughout the project
	Brief and full progress reports
	Is progress being made in the project as planned?

Are there any gaps or issues to be addressed?


	Comparison of Project Plan and outputs/milestones with actual progress made
	Project is on time and meeting its planned milestones.


17. Quality Plan
	Output
	Live institutional repository service at the University of Bradford

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

(if applicable)

	
	
	
	
	
	

	2nd and 3rd Quarter
	Interoperability
	Interoperability testing with internal systems E.g. iPac library catalogue, BlackBoard VLE; Interoperability testing with external systems
	IR is interoperable and may be harvested by internal and external systems. 
	Technical Support 
	

	1st, 2nd and 3rd Quarter
	Accessibility and Usability
	User observation and focus group(s)
	IR meets with user needs and offers the required functionalities
	Technical Support, Repository Project Worker
	

	1st, 2nd and 3rd Quarter
	Standards compliance
	Testing
	Adherence to standards enable all the use cases whether conducted by human end-users or machines
	Technical Support 
	


	Output
	Dissemination and Advocacy

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

(if applicable)

	1st, 2nd, 3rd and 4th Quarter
	Fitness for purpose
	Quarterly meetings with Project Board ensure the appropriate methods are being employed
	Internal peer review (Project Board)
	Repository Project Worker, Project Manager
	


18. Dissemination Plan

	Timing
	Dissemination Activity
	Audience
	Purpose
	Key Message

	1st quarter
	Meetings and talks
	Academic staff at pilot academic department(s); MIS, Research Office and PVCs or Research
	Build awareness, start process of building a repository with pilot department(s)
	Basic information about repositories and what the aim is at Bradford

	2nd Quarter
	LTA poster presentation
	Research staff
	Awareness building
	Start thinking about depositing!

	2nd quarter
	Meetings and talks
	Academic staff at pilot academic departments; MIS, Research Office, PVCs of Research
	Continue advocacy amongst academics to ensure deposit
	Value of depositing to academics and ease of use of an IR

	3rd quarter
	JISC funded local repository event 
	Other repository managers, project staff and people about to setup their own IR
	Discussion on advocacy issues
	How to address the challenge of populating repositories

	
	Journal article on BURP!
	IR community
	Case study
	Insights into the IR set up process at Bradford

	4th quarter
	Launch event
	Members of the University and local community
	Launch a live service
	Introducing the repository and showing the value it can bring to the institution and academics

	Throughout project year
	BURP! web page and blog, newsletters, News and Views magazine, Staff Briefing etc
	Members of the University, and local community
	Awareness building
	Value of depositing to university and individual academics


19. Exit and Sustainability Plans

<Explain what will happen to project outputs at the end of the project (including knowledge and learning).  Focus on the work needed to ensure they are taken up by the community and any work needed for project closedown, e.g. preservation, maintenance, documentation.>

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

	Live institutional repository service that allows deposit, management and discovery of content 
	Continuing advocacy and promotion of IR; allocating  IR management duties and staff time for daily routines and IT support
	Ensure funding for management of repository

	Project documentation
	Making available of policies, guidelines and instructions for stakeholders on repository and on how to interact with the repository
	Publish policy document; make available guidelines and instructional documentation; provide training to enable stakeholder interaction with repository

	Project web pages
	Integration with other Library web pages
	Move from providing information about BURP! to providing information about the Bradford repository to all interested parties internally and externally


<List any project outputs that may have potential to live on after the project ends, why, how they might be taken forward, and any issues involved in making them sustainable in the long term.>

	Project Outputs
	Why Sustainable
	Scenarios for Taking Forward
	Issues to Address

	Live institutional repository service
	Staff with appropriate skills available; repository manager with appropriate skills and knowledge available; content workflow in place; institutional and academia buy-in secure
	Continuation of promotion and advocacy work; Continuing software development and secured funds and IT support for hardware.
	Secure funding, keeping skills and knowledge current on the developments in the repository world


Appendixes

Appendix A. Project Budget

Appendix B. Work packages
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