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JISC Project Plan Template

Overview of Project

1. Background

1.1
The concept of Institutional Repositories is still relatively new and almost all repositories established to date are struggling to achieve a critical mass of content.  

1.2
Institutions have met with the twin challenges of lack of author awareness and indifference to repositories.  Solutions have been sought, for example, by increasing promotional activities within the author community and by offering mediated deposit. The problem with both approaches, however, is that they need new and additional resources.  Most successful of all is when a mandate is imposed. In this instance, it requires top-level commitment to the repository and policy involvement, neither of which are easy to obtain.

1.3
The solution proposed by the Embed project is to develop a fully-managed service, where the focus on the process undertaken to produce papers for publication and/or presentation. The project emphasis is on the researcher and the process, rather than on the repository itself.  
1.4
The project will also identify existing local-level services capable of enhancing both the usage and usefulness of repositories and which could be scaled up to become national-level services. 
1.5
The project will test the perception that where a repository lies outside the institution’s administrative infrastructure, it is less likely to be embedded in the academic research process. We will investigate further integration of the IR within administrative processes, such as finance, human resources and marketing systems.

1.4
To ensure the transferability of the model and/or its individual service components, the project will adhere to and complement the integration and interoperability requirements as expressed in the JISC Information Environment and the e-Framework. In addition, the project builds upon and complements:

• 
The work of the JISC-funded TARDIS project at Southampton.  This research concluded that different disciplines have different needs with respect to research outputs within a repository;

• 
The work done by Susan Gibbons & Nancy Foster at Rochester University, NY.  They have identified ways of working with the author community that enhance acceptance and use of the institutional repository;

• 
The work done by William Nixon and Morag Greig at Glasgow University.  In this research, the value and issues involved in mediated deposit have been closely studied;
• 
Work carried out by various projects under the auspices of the JISC Digital Repositories Programme;
• 
Work at BUFVC, TASI, HEDS on use of film and video;
•
Work carried out in the EThOS project and the work of ‘GUIDE’ (the European e-theses working group).
2. Aims and Objectives

2.1 The aim of the project is to increase understanding of how repositories can be used to support research and learning, integrating them fully into key academic processes.
2.2
The project objectives are:

· To investigate, develop and test a prototype service model for the accelerated development of Institutional Repositories by supporting research workflows and enhancing the presentation of research outputs, both existing and forthcoming;

· To assess current technical capabilities and future requirements for the provision of a fully developed service;
· To assess current skills and future requirements and to demonstrate how such a service will impact on existing job roles;
· To investigate the integration of the service within university administrative systems;
· To identify which services might be scaled up on behalf of the entire HE community by the Repositories Support Project (RSP).
The project will seek to show that researchers are much more willing to deposit their research output within a repository that is part of a service which is firmly embedded within the research, publication and dissemination process.  The project will look at the applicability of the model at two institutions with repositories at different stages of development, Cranfield and Robert Gordon universities.  At the same time, it is designed such that the results will be scaleable and amenable to being adopted as ‘best practice across UK higher education and beyond.

3. Overall Approach

Describe the overall approach you will take to achieve the objectives outlined above, including:

· Strategy and/or methodology and how the work will be structured

· Important issues to be addressed, e.g. interoperability

· Scope and boundaries of the work, including any issues that will not be covered.

· Critical success factors.

3.1
The overall structure of the project comprises:
· A study into research community requirements, examining current practice and  identifying what authors need from a new and enhanced service;
· The design of a web portal and project web-site by which authors will interact with the new service, based on the findings from desk and field research;

· The development and launch of value-added features, such as multimedia content and linking to other relevant resources;

· The development and testing of services to assist manuscript preparation;
· The development of post-publication services, such as the provision of regular usage figures;
· The evaluation of the prototype service, including a user satisfaction survey and an assessment of the inputs required to deliver such a service.

3.2
The project clearly addresses several aims of the Repositories Start-Up and Enhancement.  It aims to stimulate the population of existing repositories and to embed them within institutional working practices.

3.3
The project will be working with small groups of researchers and a defined set of content but will address the applicability of the findings to other research communities.

3.4
The critical success factors are:

· The commitment of academic staff and researchers to the project, providing content and contributing to the development of added features;
· The creation of high-quality features and support which are considered value-adding by the user community;
· To manage costs and resource inputs, at the same time ensuring that a high-quality skill base is established to offer an effective service.
4. Project Outputs

List the tangible deliverables (including reports) your project will create, and the less tangible knowledge and experience you hope to build and share.

4.1 The tangibles the project will deliver are:

· A study to define the support required by academics throughout the process leading to the publication of research;
· The development of a prototype service offering researchers a range of benefits, including added features with the potential to enhance published research;
· An evaluation of the effectiveness of the service model.  The study will establish the level of receptivity of researchers to the service and to what extent it has helped to embed the IR within the research process;
· Interim and final reports to JISC;
· Case studies, based on work undertaken with defined user sets at Cranfield and RGU;
· Seminars and workshops during the course of the project and immediately following its end;
· A web-site containing progress reports, the final report and discussion areas;
· Published conference papers and journal articles.
4.2 In addition, the project team will share with the rest of the HE community experience, insight and understanding gained over the course of the project.  Examples include the factors contributing to a successful IR, the role of multimedia and other added features within an IR and future organisational issues around IR development.
5. Project Outcomes

List the outcomes you envisage, including their impact on the teaching, learning, or research communities, and what change they will stimulate or enable.


We intend as our key project outcomes:

· To increase the level of content within the repositories, making materials for research, teaching and learning more accessible;
· To examine how far the concept of an IR can be embedded into researchers’ workflow processes and institutional infrastructures;
· To increase the engagement of authors and users with the concept of an IR;
· To demonstrate how increased accessibility to research output can benefit both the local and wider research communities;

· To attract a wide range of users to the content by means of added features.
6. Stakeholder Analysis

List key stakeholder groups and individuals that will be interested in your project outcomes, will be affected by them, or whose support/approval is essential, both within your institution and in the community, and assess their importance (low/medium/high).

	Stakeholder
	Interest / stake
	Importance

	Academics and researchers
	To maximise access to authors’ published research, raising awareness of the researcher and bringing their work to the attention of a wider audience worldwide
	High

	University senior management
	To be aware of the potential of IRs in marketing the university’s research activity, increasing the audience for the university’s research, teaching and consultancy work
	Medium-High

	University administrators
	To be aware of the potential role of IRs within university management systems, increasing organisational efficiency
	Medium-High

	Senior library staff
	To be aware of the impact of IRs on the future strategy of the library and institution, including organisational and resource requirements
	High

	Technical staff
	To explore the possibilities of employing new technology, such as multimedia, within the context of an IR, enhancing research, teaching and marketing activities
	Medium

	Publishers
	Academic publishers will have a significant interest in monitoring the impact of IRs on their industry. In a marketing context, they will wish to maximise awareness of their published material.  At the same time, publishers will wish to protect their intellectual property interests.
	Low-medium

	JISC
	To ensure that IR projects work in tandem within the framework of the RSP and have major impact on IR development.
	High

	Students, industry practitioners and other user groups with an interest in the university’s research and teaching activities
	To be aware of relevant published material; to have access to e-research outputs via an IR.
	Medium


7. Risk Analysis

List factors that could pose a risk to the project’s success, assess their likelihood and severity, and how you will prevent them from happening (or manage them if they if they occur).  Cover the types of risks listed and any others that apply.

	Risk
	Probability

(1-5)
	Severity

(1-5)
	Score

(P x S)
	Action to Prevent/Manage Risk

	Staffing
	1
	3
	3
	A team work structure will be created across partners
Most staff are already in place
Project management expertise is available

	Organisational
	1
	3
	3
	The partners have worked successfully together before
All partners have made a commitment to the project

	Technical
	1
	4
	4
	Open source software to be used
Backup, patching routines will be established
Redundancy (e.g. RAID)
Institutional technical support 

	External suppliers
	1
	5
	5
	There is no dependence on external suppliers

	Legal
	1
	4
	4
	Contractual obligations of partners will be consolidated through a consortium agreement
If publisher policies on IRs change during the course of the project, we will not be dependent on one single publisher.

	Lack of content
	1
	5
	5
	There is already significant content available and additional content will be created as integral part of project

	Lack of academic acceptance/buy-in
	2
	5
	10
	A model will be developed with a single academic group and rolled out to others
We have significant input from other institutions’ experts 
There are two institutions involved, increasing the overall body of content.


8. Standards 
List the standards the project will use in the table below.  Also indicate:

· Any deviations from the standards that JISC recommends.

· Where choices exist in an area, the reasons for the standards selected.

· Where proprietary standards are selected in an area where open ones are available, the reasons for their use and their scope of deployment.
EMBED will, where appropriate, ensure that the following internationally recognised standards are utilised as and when necessary, and in line with JISC standards: 

	Name of standard or specification
	Version
	Notes

	Accessibility standards
	
	At least level A compliance with the World Wide Web Consortium (W3C) Web Accessibility Initiative Recommendations (WAI)

	METS - Metadata Encoding and Transmission Standard
	
	

	SRW/SRU
	1.1
	

	OAI-PMH 
	2.0
	

	RDF Site Summary (RSS) 
	1.0
	May use RSS 0.91, RSS 0.92 or RSS 2.0 as alternatives.

	Open URL
	0.1 or 1.0
	

	SOAP
	1.2
	Or version 1.1

	Dublin Core
	
	Simple and/or qualified DC

	Shibboleth
	
	Active Directory, LDAP

	ISPI
	
	DAI


9. Technical Development

Indicate how the project will follow best practice for technical development, and any specific technologies or development approaches the project will adopt and why.

EMBED will build upon the work and technical developments carried out by projects involved in the JISC Digital Repositories Programme and complement the work of other projects funded under the JISC Repositories and Preservation Programme.
These developments will focus in particular on Work Package 2 (service scoping, design and implementation with a pilot group), where an important sub-task is to investigate, develop and test a portal which will be the primary means through which researchers at Cranfield will interact with the service.
The actual design and functionality of the portal will be influenced by the findings of work package 1, as well as other current and past project involved in work on digital repositories. However, we intend to ensure that developments will be of high quality, interoperable with current open specifications and standards, and sustainable beyond the lifetime of the project. Where possible, we will employ mature, stable specifications and standards. Where appropriate we may also utilise newer, emerging specifications and standards likely to be widely adopted in the future.
10. Intellectual Property Rights

Indicate who will own the intellectual property created by the project  List any intellectual property owned by third parties that will be incorporated into project outputs, when/how you will obtain permission to use them, and any implications for project outputs after the project ends.

E-prints generated by the pilot groups will be incorporated into the service, subject to the copyright permissions of the respective publishers. Project partners will retain the copyright in all added-value materials although these materials will be openly accessible via partner IRs.  The intellectual property residing in the service model and reports (the deliverables) will be made available to the UK HE/FE community via a Creative Commons model licence and be disseminated widely in partnership with JISC.
Project Resources

11. Project Partners

11.1
The project lead institution is Cranfield University.  Departments involved include the Cranfield Library and Information Service, Cranfield School of Management and Management Information Services.  The contact as project manager is Louise Edwards (see details below).  Cranfield will have overall responsibility for the project.  It will also develop the demonstrator service, testing it and rolling it out to the wide community.  It will produce the final project report.
11.2
The project partners are Robert Gordon University (main contact: Dr Susan Copeland) and Key Perspectives Limited (main contact: Dr Alma Swan).  
11.3
RGU will work in partnership with Cranfield to develop, test and roll out its own demonstrator service, taking part in service evaluation studies.
11.4
Key Perspectives will undertake the user requirements study and the evaluative study of the demonstrator service.

11.5
A consortium agreement will be put in place within three months of the start date of the project.

12. Project Management

Briefly describe the project management framework, including organisation, reporting relationships, decision process, and the role of any local management committee.

List all members of the project team, their roles, and contact details.  Indicate the proportion of time the project manager will spend on project management.

Indicate if the project has training needs and how they will be met.
12.1 A project management team has been established, made up of members of the Cranfield Library and Information Service (see below).  The team will be responsible for the ongoing management of the project.
12.2 The project board comprises members of Cranfield University, Robert Gordon University and 

Key Perspectives Ltd.  Their details are as follows:

	Name
	Role
	Contact details
	Time on project

	Dr Hazel Woodward
	Project Management Team; Project Director
	University Librarian

Cranfield Library and Information Services

Cranfield University

Bedford

MK43 0AL

Tel: 01234 754446

Email: h.woodward@cranfield.ac.uk
	

	John Harrington
	Project Management Team
	Information Services Manager

Cranfield Library and Information Services

Cranfield University

Bedford

MK43 0AL

Tel: 01234 754451

Email: j.harrington@cranfield.ac.uk
	

	Simon Bevan
	Project Management Team
	Information Systems Manager

Cranfield Library and Information Services

Cranfield University

Bedford

MK43 0AL

Tel: 01234 754445

Email: s.bevan@cranfield.ac.uk
	

	Paul Needham
	Technical Officer; Project Management Team
	Tel: 07913722204
Email: paul.needham11@btinternet.com

	58% FTE

	Louise Edwards
	Project Manager; Project Management Team
	Research and Innovation Manager

Cranfield Library and Information Services

Cranfield University

Bedford

MK43 0AL

Tel: 01234 754314

Email: l.edwards@cranfield.ac.uk
	66% FTE

	Caterina Figueira
	Representative author/user on behalf of the Economics Group of Cranfield School of Management
	Research Fellow in Economics
Cranfield School of Management

Bedford

MK43 0AL

Tel: 01234 751122 Ext.3846
	15% FTE

	Andrew Kirchner
	Multimedia development role
	Research Information Executive
Centre for Customised Executive Development

Cranfield School of Management

Bedford

MK43 0AL

Tel: 01234 751122 Ext. 3783

Email: andrew.kirchner@cranfield.ac.uk
	

	Steve Macaulay
	Multimedia development role
	Learning Development Executive
Centre for Customised Executive Development

Cranfield School of Management

Bedford

MK43 0AL

Tel: 01234 754437

Email: s.macaulay@cranfield.ac.uk
	

	Lynne Hewings
	Advisor on integration with MIS/content management systems of the University
	CIS/MIS Manager

IT Department

Cranfield University

Bedford

MK43 0AL

Tel: 01234 754139

Email: l.m.hewings@cranfield.ac.uk
	5.5% FTE

	Dr Susan Copeland
	RGU Project Team; RGU Project Manager
	Senior Information Advisor
Georgina Scott Sutherland Library

The Robert Gordon University

Garthdee Road

Aberdeen

AB10 7QE

Tel: 01224 263453

Email: s.copeland@rgu.ac.uk
	20% FTE

	Simon Burnett
	RGU Project Team; Representative author/user
	Director, Centre for Knowledge Management
Aberdeen Business School

Garthdee Road

Aberdeen

AB10 7QE

Tel: 01224 263884

Email: s.burnett@rgu.ac.uk
	5% FTE

	Lorraine Illingworth
	RGU Project Team; Researcher
	Research Assistant
Centre for Knowledge Management

Aberdeen Business School

Garthdee Road

Aberdeen

AB10 7QE

Tel: 01224 263477

Email: l.illingworth@rgu.ac.uk
	20% FTE

	Alma Swan
	Lead consultant on user requirements and evaluative studies
	Director
Key Perspectives Ltd.
48 Old Coach Road
Playing Place

Truro

TR3 6ET

Tel. 01392 879702

Email: a.swan@talk21.com 
	

	Sheridan Brown
	Lead consultant on user requirements and evaluative studies
	Director
Key Perspectives Ltd. 

48 Old Coach Road

Playing Place

Truro

TR3 6ET

Tel: 01872 870464

Email: sbrown@keyperspectives.co.uk 
	


There may be specific training needs and these will be addressed in good time as they arise over the course of the project, for example, training on specific software packages, expert proof-reading etc.
13. Programme Support

Indicate if there are specific areas where you would like support from the programme or programme manager.

We look forward to working closely with the programme manager within the framework of the RSP.

14. Budget

Use the budget template and attach the project budget as Appendix A.  Explain any changes from the budget in the agreed project proposal.

	
	JISC Contribution Requested
	Institution Contribution
	Total

	
	YR1
	YR2
	YR3
	YR1
	YR2
	YR3
	

	Total requested from JISC
	79,118
	48,896
	
	65,253
	70,108
	
	


Detailed Project Planning

15. Workpackages

Use the workpackages template to plan the detailed project work and attach as Appendix B.  Clearly indicate project deliverables and reports (in bold), when they are due, phasing of workpackages, and explain any dependencies.  You may also attach a Gantt chart, diagram, or flowchart to illustrate phasing.

See Appendix B for details.

16. Evaluation Plan

Indicate how you will evaluate the quality of the project outputs and the success of the project.  List the factors you plan to evaluate, questions the evaluation will answer, methods you will use, and how success will be measured.  Expand as appropriate on how you will conduct the evaluation.

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

	Final phase of project
	Impact of value-added resources
	Do the added features of the IR draw more people into using it?
Are the added features an effective marketing tool for the IR?

Do the added features increase the ability of the IR to support research and teaching?
	Log analysis  of usage data from IR

User feedback gathered from evaluative study
	Increased usage of IR
Increased citation rates from IR content
Increase content levels in IR

Positive feedback from final user study

Increased satisfaction with enhanced IR (with added features) as measured against IR without added features.

	Final phase of project
	Impact of research support service
	Do academics and researchers value the research support service?  Does the service increase the efficiency and quality of research outputs?
Does the service necessitate new organisational structures with departments such as the library?
	User feedback gathered from evaluative study.
	Raised awareness of IR amongst academic community.

Positive feedback from user study on perceived quality of service and usefulness.
Positive feedback from IR administrators (Library staff) on relationship between the Library and academic community

Feedback from senior library managers

	Final phase of project
	Effective integration of IR within institutional infrastructure
	Has the project managed to create greater synergies between university information systems and the IR?
	Feedback from IS administrators and academics involved in research administration

Feedback from authors and IR users
	Positive feedback on increased efficiency and effectiveness of research administration

Positive feedback on role of information systems in enhancing research outputs

	Final phase of project
	Impact of new services on organisational strategies and structures
	Does the IR achieve a raised profile within university research strategy?


	Internal dissemination and feedback
	Raised awareness and a developed role for the IR as part of research strategy

	Ongoing
	Effective management of the project
	Is the project meeting its objectives and delivering outputs on time?
	Compare project outputs against milestones
	Project is meeting targets
Quality of outputs is satisfactory

	Key milestones of user requirements study and final evaluative study


	Generalisability of results
	Can the findings from Cranfield and RGU be applied to other institutions?
	Feedback from expert panel
	Some or all aspects of findings are considered to be applicable to other institutions
Experience and knowledge gained from the Cranfield/RGU study can be transferred to other institutions

	Final phase of project
	Dissemination of results
	How does the project ensure that findings and recommendations for future development are known around the HE community?
	See section on dissemination
	Project attains a high profile within the HE community


17. Quality Plan

Explain the quality assurance procedures you will put in place to ensure that project deliverables meet quality expectations and acceptance criteria.  Complete the table below for each of the major deliverables providing as much detail as possible. Repeat the table as many times as necessary to accommodate all deliverables.
Quality assurance mechanisms will be incorporated into the each work package to ensure that standards and the relevant examples of best practice are strictly observed.  In line with guidelines such as those produced by UKOLN, these will cover such areas as technical specifications, metadata, usability and accessibility of the web site, quality and reliability of the research support service.
18. Dissemination Plan

Explain how the project will share outcomes and learning with stakeholders and the community.  List important dissemination activities planned throughout the project, indicating purpose, target audience, timing, and key message.

	Timing
	Dissemination Activity
	Audience
	Purpose
	Key Message

	From May 2007
	Project web site
	Open but will specific target project stakeholders
	Details of project, its progress, key contacts and discussion 
	Information giving and an opportunity for debate on the key research questions of the project

	At key milestones of project
	Interim project reports
	Open but will target specific project stakeholders, such as JISC, other projects within the RSP
	Interim project findings and recommendations
	Information on major project issues arising during the course of the project and how they are being addressed

	Upon successful testing and launching of resources
	Multimedia  and other resources
	Open but will target specific user groups e.g. researchers and students of the universities
	Raise profile of the project

Obtain feedback on quality and usefulness of resources
	New and enhanced ways of presenting research undertaken at Cranfield and RGU


	End of project
	End of project seminar
	Key stakeholders
	Project findings and recommendations
	Addressing the original research questions and recommending ways forward for the future; an opportunity for discussion

	End of project
	End of project reports
	Open
	Project findings and recommendations
	Addressing the original research questions and recommending ways forward for the future

	Final phase of project and beyond project end
	Journal articles
	Open
	Project findings and recommendations
	As above

	Final phase of project and beyond project end
	Conference papers
	Conference attendees and beyond
	Project findings and recommendations
	As above


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.

The project aims to enhance the existing repository services at Cranfield and RGU.  At the same time, the project is a self-contained piece of work, the primary output from which will be a service model rather than an actual service which has to be sustained. It is hoped that the inclusion of more than one institution will prove that the service model can be transferable to other HE/FE institutions but implementation of the model will depend on the availability of funding and institutional commitment. Part of the challenge is to try and ensure that the new service is embedded within the partner institutions. This will involve passing on expertise and knowledge learnt during the project. There will therefore be an overlap period where the project officer will hand the role over to a nominated member of permanent staff, passing on experience of cultural change via the analysis of the results of the research.

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

	Research support service
	If successful, to be sustained at local level via incorporation into library strategy and operations
Ongoing advice available to other institutions within the HE community
	Lessons learned disseminated via project reports, conferences etc, to be available via project web site, Cranfield and RGU IRs



	Prototype with value-added features
	If successful, to be sustained at local level via incorporation into School strategies and operations, working closely with the library.
Ongoing advice available to other institutions within the HE community.
	Products developed to be available in perpetuity via Cranfield and RGU IRs


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

	Research support service
	Of potential value to researchers in increasing quality and quantity of research output 
	Extend service across the rest of Cranfield and RGU, share expertise with rest of HE community
	Recognised by senior management as strategically important to the University, Schools and the Library?

Costs, skill requirements, technical requirements

	Prototype with added-value features
	Of potential value as a marketing tool to the University
Of potential value in enhancing learning and research activities
	Extend service across the rest of Cranfield and RGU, share expertise with rest of HE community
	Costs, skill requirements, technical requirements
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