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JISC Project Plan 
Overview of Project

1. Background

Universities in the UK have begun to accept electronic versions of theses. From September 2007, King’s will accept one e-version but still expects a print version of PhD theses submitted. 

At the same time, along with other higher education library services, King’s signed up to the EThOS service to deposit born digital theses and to have print or microfilm theses digitized. EThOS also provides a toolkit to help universities make the transition from print to electronic theses. 

A third factor contributing to the project was King’s adoption of the FEDORA software to build its institutional repository.

When considering the workflow for the submission of e-theses, King’s, like many UK universities, encountered administrative, procedural, legal and technical problems to which there was no obvious solution.

Thus a need was identified for a project to build an e-thesis repository with widely used software, and to develop policies and a workflow for e-thesis management from submission to description. This would use the EThOS Toolkit but supplement it where a need for more detail had been identified.
The project is important to King’s and to the UK higher education community for similar reasons. Doctoral theses constitute an important part of the organization’s or country’s research output. It is crucial that we build an efficient workflow to underpin the research output of our universities so that we can make our original research available to those who need it, ensure it is legally accessed and made available, and safeguard it for the future. 
2. Aims and Objectives

The project has a number of related aims:

· To build an institutional e-thesis repository within an existing FEDORA environment.
· To develop an e-thesis policy and procedures.

· To implement an efficient, streamlined workflow for e-thesis creation, submission, management and description.
· To share expertise with the wider sector and develop useful models and tools to support e-theses work at other higher education institutions.

· To expand and enhance the EThOS Toolkit. 


The project will draft an institutional solution to managing e-theses within the EThOS framework that is effective on three levels:

· Technical – creating a repository that is fully compliant with EThOS requirements.

· Procedural – taking an approach that supports academic regulations and legal and security requirements.

· Cultural – reflecting the College’s standards of quality assurance and the expectations of staff and students.


The project will engage with a range of stake-holders across College including students, academics, the College Board of Examiners, the Examinations Office and school level administration. Staff from Information Services and Systems will be actively and consistently involved including the Bibliographic Services Team, Research and Learning Liaison and Development Teams and the Information Technology Systems Directorate, particularly the Web Team.


The benefits of the project will be shared with the wider sector through direct interaction with EThOSnet, professional bodies and other institutions.
3. Overall Approach

The work will be structured around research; consultation within and outside King’s; the development of a web-based workflow tool, including interoperability with the student records database and the library management system; the development of a repository, including interoperability with EThOS; and training and publicity to embed the workflow in College practices and to inform the UK higher education community of the project’s findings. 

Communication with a wide range of future users inside and outside King’s will be crucial. These will be involved in user testing of the web-based workflow and repository.

(Please see Appendix B for details.)

Critical success factors are as follows. These will be used as the basis of user acceptance testing for the project.

· ease of submission for PhD candidates

· ease of marking

· ease of submission, acceptance, verification and version control for the Examinations Office

· ease of conversion of MARC catalogue records to EThOS-defined Dublin Core standard of metadata

· ease of search and retrieval when using the repository

· ease of adding theses to the repository

· accuracy of search results returned by the repository
· efficiency of security checks and authentication methods used by the repository
4. Project Outputs

	Workflow model
	A map of processes prepared in two forms: first as a specific worked example relating to King’s; second as a generic model which could be applied to any higher education institution.

	Workflow tool
	A web-based tool to drive and chart e-thesis management.

	Policies and procedures
	Documentation to mandate e-thesis policy and to set out a coherent and consistent administrative approach.

	Procedural forms
	Web-hosted documents fully integrated into the workflow.

	Guidance
	Prepared for students and examiners; published on the web and transferable to any higher education institution.

	Live e-theses repository
	A fully tested EThOS-compliant repository. Built on FEDORA as a dedicated strand of our established implementation.

	E-theses workbook
	A practical document aimed at a wide higher education audience that fully considers all technical and procedural challenges.

	Metadata conversion tool
	A technical solution to converting MARC records to Dublin Core.

	Dissemination event
	A high-profile event aimed at a broad higher education audience taking in IT, library and records professionals as well as administrators, academics and researchers.

	Final report
	A summary of the project and of its progress and findings.


5. Project Outcomes

In terms of outcomes the project will:

· Promote e-theses and support cultural change at King’s.

· Provide an exemplar for the sector. Despite local differences the examinations process is broadly similar everywhere. Forms for research students, submission rules and handling procedures are largely the same.

· Support and enhance the EThOS toolkit with a worked institutional implementation that deals in detail with issues that are only currently covered in outline.
6. Stakeholder Analysis

	Stakeholder
	Interest / stake
	Importance

	King’s:
	
	

	Information Services and Systems:
	
	

	Bibliographic Services Team
	cataloguing tool
	high

	Research and Learning Development Team
	e-thesis repository that fits with the rest of the Virtual Research Environment
	medium

	Research and Learning Liaison Team
	selling project outputs to King’s community
	high

	Web Team 
	web-based workflow tool
	high

	Registry Applications Team
	repository that works with student records database
	high

	ISS and Other Applications Team
	repository that work with the library management system
	high

	Archives and Corporate Records Team
	process that follows legal and administrative best practice
	high

	Executive Team
	successful project that meets King’s and ISS’ objectives
	high

	Leadership Team
	successful project that meets King’s and ISS’ objectives
	high

	Arts and Humanities Data Service (Centre for e-Research)
	e-thesis repository that fits with the rest of the Virtual Research Environment
	medium

	other King’s stakeholders:
	
	

	doctoral candidates at King’s
	submission process that is fair, easy and cheap
	high

	academic staff examining doctoral students
	process that allows for easy management and marking of doctoral theses
	high

	Board of Examiners
	process of doctoral thesis submission which is efficient, fair, gives value for money and complies with legal requirements
	high

	Examinations Office
	process of doctoral thesis submission which is efficient, fair, gives value for money and complies with legal requirements
	high

	Administrative offices within academic schools
	transparent, easy process which can be readily explained to doctoral candidates and examiners
	high

	
	
	

	external:
	
	

	EThOSnet Board
	project that enhances EThOS
	high

	FEDORA user community
	project that users FEDORA innovatively
	medium

	Association of University Administrators
	tool which can be used by other universities
	medium

	UK Records Management Society, Higher Education Group
	tool which can be used by other universities
	medium

	Society of College, National and University Libraries
	tool which can be used by other universities
	medium

	Consortium of Research Libraries
	tool which can be used by other universities
	medium


7. Risk Analysis

	Risk
	Probability

(1-5)
	Severity

(1-5)
	Score

(P x S)
	Action to Prevent/Manage Risk

	Staffing
	
	
	
	

	Failure to recruit project researcher
	1
	5
	5
	Advertise widely

Use a specialist agency in the recruitment process

	Resignation of project staff
	2
	4
	8
	Extend project deadline

Fill the vacancy from within ISS at no extra cost to the project

	Organisational
	
	
	
	

	Failure to engage the College
	3
	5
	15
	Ensure high-level support at an early stage

Communicate widely and establish an effective support network

	Failure to engage the wider community
	2
	4
	8
	Link directly with EThOSnet

Use the web extensively

Issue regular updates and host a dissemination event.

	Lack of funds or support
	1
	5
	5
	Ensure commitment from the outset

Ensure that the Project Board is an effective institutional advocate with appropriate membership

	Technical
	
	
	
	

	Technical failure
	3
	5
	15
	Use an established platform with a strong track record for the repository and engage technical consultants with appropriate expertise

Build workflow tools using robust technologies

All work undertaken within the Connected Campus programme to ensure ongoing support

	Delay in delivery of College repository
	3
	5
	15
	Incorporate the project into the Connected Campus project so that delays can be identified and acted on at the highest level as early as possible


8. Standards
	Name of standard or specification
	Version
	Notes

	UK Electronic Theses and Dissertations qualified Dublin Core (UKETD_DC)
	
	to match EThOS toolkit

	Machine-Readable Cataloguing format (MARC)
	21
	

	Open Archives Initiative Protocol for Metadata Harvesting (OAI-PMH)
	
	

	xml
	
	

	html
	
	


9. Technical Development
The repository built will use the FEDORA system, which is open source, international and widely used. It will form part of the King’s institutional repository, which will use the same system. Many UK universities are also adopting FEDORA so there is a national user community and user group which provide ideas and support.

For the web-based workflow tool, xml and html will be used.
10. Intellectual Property Rights

Rights in the project rest with King’s College London, though all findings and reports will be shared freely and in perpetuity with the JISC community. 

All rights in the contents of the repository (including database rights, copyrights and moral rights) rest exclusively with King’s College London. The terms for accessing and using repository content will be stated explicitly on the website.
Project Resources

11. Project Partners
Single institution project
12. Project Management

The Project Board will be chaired by a senior College officer and will include representation from the academic and research communities, the Graduate School, the College Board of Examiners, the College Examinations Office, the Centre for e-Research, and EThOSnet. The Board will monitor progress, review outcomes and feedback on the project as it evolves. Membership of this Board will be confirmed shortly. The Board will meet every two months.
The project will be incorporated into the Information Services and Systems’ Connected Campus programme under the ‘Enabling research’ work stream. This will ensure full integration into current projects at King’s, optimum communication with as wide a range of stakeholders as possible, and will eliminate any possibility of duplication of effort. The Executive Team of Information Services and Systems will therefore approve the composition of the Project Board.

To complement the Board and supervise the smooth operational running of the project, there will be a Project Team composed of the Managers, the Researcher, a representative from the Institute of Psychiatry Library, a representative of the Examinations Office, a representative of the Centre for e-Research and a representative of the Web Team (to be confirmed shortly). Members of other teams will be invited to attend where necessary. The Team will meet every two weeks throughout the project for an hour, and at weekly intervals where it is considered necessary. 

The Project Team will take operational decisions but will refer any strategic decisions, those which affect a wide range of stakeholders, those with a significant public relations impact or those with resource implications to the Board. Any change requests will be referred to the Board with recommendations from the Team.
The Project Director is Karen Stanton and her details are as follows:

Position: Chief Information Officer and College Librarian

Email: Karen.stanton@kcl.ac.uk

Address: 
Information Services and Systems Directorate

Room 4.1

4th Floor
Waterloo Bridge Wing
Franklin Wilkins Building

150 Stamford Street
London SE1 9NH
United Kingdom

Tel No: 020 7848 4482
Fax No: 020 7848 4457
She will ensure that the project retains a high profile within the College and within the sector. She will take reports from the Project Manager and monitor targets and delivery. 
There are two Project Managers, Russell Burke and Catríona Cannon, details as follows:

Russell Burke

Position: E-Resources Co-ordinator
Email: Russell.burke@kcl.ac.uk
Address: 
Information Services Centre
Franklin Wilkins Building

150 Stamford Street
London SE1 9NH
United Kingdom

Tel No: 020 7848 4385
Fax No: 020 7848 4290
Catríona Cannon

Position: Bibliographic Services Manager
Email: catriona.cannon@kcl.ac.uk

Address: 
Maughan Library & Information Services Centre

Chancery Lane

London WC2A 1LR
United Kingdom

Tel No: 020 7848 1540
Fax No: 020 7848 2277
They will focus on controlling day-to-day progress; on ensuring that deadlines are met and that work progresses. The Project Manager will also provide expert guidance and support to the Researcher. Some discretion will be needed to allocate tasks between the joint Project Managers, but in general the division will be that Russell Burke will have a technical and Catríona Cannon an organizational focus.
The Project Managers will spend approximately 4 days per month on managing the project (that is, approximately 2 days each).
The Researcher will be primarily responsible for delivering the project tasks. S/he will report to Russell Burke.
The project will work closely with the Examinations Office, especially on forms and procedures and on developing and testing the e-submission workflow. The Graduate School will provide an essential link to the College research community. School offices will be closely involved in specifying and testing and will provide a core link to examiners. The expertise of the Centre for e-Research with FEDORA will be called on to develop a new e-thesis interface. The Web Team will collaborate on delivering web-based workflow tools within the College CMS (Polopoly). EThOSnet will be a direct point of contact at every stage of the project.
Training for the Project Managers will include the JISC Repositories and Preservation Programme Meeting in late November, subscription to the repositories and FEDORA mailing lists, attendance at FEDORA user group meetings and contact with the local Programme Manager, by phone, email or in person.

Training for the Project Researcher will depend on the skills and experience of the person recruited, as the post demands a wide range of technical and organizational skills. His/her training needs will be identified using the King’s College London induction programme, which includes analysis of training needs and the formulation of a personal development plan in the first three weeks of working at King’s.
13. Programme Support

Please see above, section 12.
14. Budget

	Directly Incurred

Staff 
	April-2007-March 2008
	April 2008-March 2009
	TOTAL £

	
	
	
	

	Directly Incurred Total (A+B=C)

(C)
	£27,796
	£8,163
	£35,959



	
	
	
	

	Directly Allocated Total (D)
	£12,806
	£5,488
	£18,294



	
	
	
	

	Indirect Costs (E)

(Institutional support)
	£18,584
	£7,965
	£26,549



	
	
	
	

	Total Project Cost (C+D+E)
	£56,561
	£24,241
	£80,802



	Amount Requested from JISC
	£21,000
	£9,000
	£30,000



	Institutional Contributions
	£35,561
	£15,241
	£50,802



	
	
	
	

	
	
	
	

	Percentage Contributions over the life of the project
	
	JISC

37 %
	Total

100%


Detailed Project Planning

15. Workpackages

Attached as Appendix B.
16. Evaluation Plan

The work of the project will be evaluated against the following criteria (see also section 3).

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

	end of work package 3
	submission
	How easy is it for you to submit your PhD thesis? (this should incorporate theses with non-standard materials e.g. music recordings)
	test with  PhD candidates
	positive assessment by PhD candidates

	end of work package 3
	marking
	How easy is it to mark an electronic thesis (include plagiarism testing and non-standard materials as above)?
	test with examiners
	positive assessment by examiners

	end of work package 3
	efficiency of submission process overall
	How easy was the workflow to manage from start to finish?
	test with Examinations Office staff
	positive assessment by Examinations Office staff

	end of work package 4
	conversion of existing MARC records into Dublin Core
	Can the conversion be carried out automatically and with no duplication of data entry? 
	test with Bibliographic Services staff
	positive assessment by Bibliographic Services staff

	end of work package 4
	search and retrieval functions in the repository
	Is the repository interface user-friendly?
	test with Research and Learning Liaison staff
	positive assessment by Research and Learning Liaison staff

	end of work package 4
	adding theses to the repository
	Is the process of adding a thesis to the repository straightforward? Is it automated? How are non-standard materials dealt with?
	test with Research and Learning Development staff
	positive assessment by Research and Learning Development staff

	end of work package 4
	search results in the repository
	Are the search results returned accurate?
	test with Research and Learning Liaison staff
	positive assessment by Research and Learning Liaison staff

	end of work package 4
	security
	Is the submission process secure? Is there an online method of validating the identity of the submitting candidate? 
	test with Examinations Office staff
	positive assessment by Examinations Office staff


17. Quality Plan
Please see also section 16.

Results of quality control tests and assessments will be presented at Project Board meetings.

	Output
	workflow tool

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

(if applicable)

	end of work package 3
	efficiency of use 
	user testing
	tool adopted by users
	Project Researcher
	n/a

	end of work package 3
	ease of use
	user testing
	tool adopted by users
	Project Researcher
	n/a

	end of work package 3
	accuracy
	proof-reading by EThOS experts, Legal Compliance staff, Examinations Office
	factually correct information disseminated
	Project Researcher
	n/a


	Output
	e-thesis repository

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

(if applicable)

	end of work package 4
	efficiency of use 
	user testing
	tool adopted by users
	Project Researcher
	n/a

	end of work package 4
	ease of use
	user testing
	tool adopted by users
	Project Researcher
	n/a

	end of work package 4
	accuracy
	testing by Researcher
	correct results returned
	Project Managers
	n/a


	Output
	metadata conversion tool

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

(if applicable)

	end of work package 4
	efficiency 
	user testing
	tool adopted by users, no data should have to be input twice
	Project Researcher
	n/a

	end of work package 4
	ease of use
	user testing
	tool adopted by users
	Project Researcher
	n/a

	end of work package 4
	accuracy 
	user testing
	information maps correctly from MARC to Dublin Core
	Project Managers
	n/a


	Output
	supporting resources

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

(if applicable)

	end of work package 5
	ease of comprehension and practical application 
	user feedback
	resources adopted by users
	Project Researcher
	n/a

	end of work package 5
	accuracy
	proof-reading by EThOS experts, Legal Compliance staff, Examinations Office
	factually correct information disseminated
	Project Researcher
	n/a


18. Dissemination Plan

	Timing
	Dissemination Activity
	Audience
	Purpose
	Key Message

	duration of project
	Project website
	College and external stakeholders (see section 6)
	to be a focal point for the Project and enhance dissemination to the wider higher education community
	benefits of the Project to King’s and the UK research community

	duration of project
	Connected Campus information updates, College e-zine
	College stakeholders (see section 6)
	to keep stakeholders within the College up to date with the Project
	benefits of the Project to King’s

	end of project
	dissemination event
	university administrators, library and information professionals, academics and researchers
	to present the results of the Project and give brief presentations on using the tool and repository
	to encourage King’s and other universities to adopt the tool and repository

	every 2 months during the project
	Project Board meetings
	College and external stakeholders (see section 6)
	to monitor and evaluate the project closely
	to build and strengthen commitment within the College and in the UK research community for the project

	end of project
	article in a professional journal such as Ariadne or D-Lib
	university administrators, library and information professionals, academics and researchers
	to share the experience of the project and the knowledge gained, with the wider community
	the technical and organizational lessons learned from the Project


19. Exit and Sustainability Plans

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

	e-thesis repository
	make the repository available to all contributors and potential users
	ensure that repository is completely integrated into the King’s institutional repository, compliant with EThOS and integrated with other King’s research discovery tools

	workflow tool
	Board of Examiners to integrate into College policy and procedures from June 2008 onwards
	ensure that workflow tool is consistent with King’s academic and administrative needs

	workbook
	make the workbook available to all via a dedicated website, linked to the EThOS Toolkit
	ensure that the workbook is easy to find and integrated with the EThOS project

	metadata conversion tool
	integrate the tool into the procedures for cataloguing e-theses on the library OPAC and adding them to the EThOS and King’s repositories
	train the Bibliographic Services team fully in using the metadata conversion tool and adding e-theses to repositories

	guidance and procedural documents
	ensure that all documentation is easy to use and freely available and well integrated with the workbook, and publicize widely


	make available on a website, hold a publicity event, publish an article on the process (see section 18)


	Project Outputs
	Why Sustainable
	Scenarios for Taking Forward
	Issues to Address

	e-thesis repository
	designed to be a permanent part of King’s institutional repository
	make the repository available to all contributors and potential users
	ensure that repository is completely integrated into the King’s institutional repository, compliant with EThOS and integrated with other King’s research discovery tools

	workflow tool
	designed to be a permanent part of King’s Examinations Office policies and procedures
	Board of Examiners to integrate into College policy and procedures from June 2008 onwards
	ensure that workflow tool is consistent with King’s academic and administrative needs

	workbook
	designed to complement the EThOS Toolkit and serve the same community
	integrate into EThOS Toolkit or link to it
	ensure that workflow tool is consistent with the UK higher education community’s academic and administrative needs

	metadata conversion tool
	designed to be part of the new workflow for adding e-theses to stock
	training event for Bibliographic Services team
	ensure that the tool is consistent with the needs of the Bibliographic Services team 

	guidance and procedural documents
	designed to be a permanent part of King’s Examinations Office policies and procedures
	make available on a website, hold a publicity event, publish an article on the process (see section 18)
	ensure that documents are live – as brief as possible and genuinely beneficial to potential users
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