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JISC Project Plan 

Overview of Project

1. Background

Manchester Metropolitan University has had a repository project since April 2005 which led to the launch of its repository of research publications, e-space in October 2006. This initial project was led by Library Services as a natural extension of its role of managing information and assisting scholarly communication. It was funded internally following a paper submitted to the Vice Chancellor in July 2005. This paper concluded:
“The development of the Open Archives Initiative and the creation of the OAI-PMH (Open Archives Initiative - Protocol for Metadata Harvesting) has inspired people to explore the ways in which they can improve scholarly communication and the dissemination of material through the establishment of institutional repositories…  MMU will take advantage of and build upon these developments with the creation of its own institutional repository. In doing so MMU will be joining an expanding and exciting community of institutions who, through their institutional repositories, are indicating their commitment to the demonstration and sharing of their societal, scholarly and economic activities, in order to benefit themselves and the wider research and learning community.”
In direct response to this, e-space was set up as MMU’s e-prints repository and now contains over 750 records of research output. The RE-space project will build upon the achievements of the e-space project to-date and will continue to populate the repository and work towards fully embedding it into University strategy and workflows. In turn this will reduce duplication of effort and achieve administrative efficiencies, but more importantly it will make a critical mass of research freely available and also share best practice and lessons learned with the wider research repository community.

2. Aims and Objectives

The purpose of the RE-space project is to test the hypothesis that increased advocacy of open access repositories will lead to more content for repositories and will also show how repositories can be embedded into University strategy, policy and workflows. 
The key aims of this project are:

· To test the hypothesis that an increase in advocacy will lead to an increase in content for repositories and also in the embedding of the repository into University strategy, policies and workflows and in particular into library workflows. 
· To determine the extent of MMU research and to make it freely available via e-space to the global community.
· To produce formative and summative evaluation reports from a post-1992, multi-site and multi-discipline university that has outsourced its hybrid e-prints repository service. 
· To present the experience of e-space as a unique case study including the sharing of all findings and best practice in the start-up and management of an outsourced repository. 
The first phase of the project will review and report on the current position of the repository, including an internal user survey. It will also continue with the existing advocacy plan for e-space. The second phase will further develop and embed the repository service and, using a process of formative evaluation, undertake a second review and report on the effect of the changes. 
The RE-space project aims to achieve a critical mass of content, comprising all research output from MMU, including RAE 2001 and 2008 submissions. In particular it will explore the relationships between the management and administration of research material held across the University and look at how e-space can improve the efficiency of data handling. It will achieve this by incorporating the University research management system and other institutional bibliographic databases into e-space. It will then rationalise the administrative processes and provide a more efficient workflow based on common and/or best practices which in turn will enable a more holistic evaluation of e-space as a case study for the UK (and global) research/repository community to learn from.
3. Overall Approach

The overall approach will be to create a culture whereby all research produced by the University will be deposited into the repository as an additional and natural end to the research cycle. The strategic approach to achieving this will be to write and embed policy (particularly an Open Access policy) and associated guidelines within the University that will work towards changing both the culture and the administrative procedures and workflows currently in place for handling and disseminating research output. 
Critical success factors will be:

· A clearer understanding of the critical mass of MMU research output

· Agreement by key stakeholders of an Open Access policy for MMU

· Increased advocacy and awareness of the repository across the University

· Increased content for the repository

· Increased usage of the repository

· Full embedding of repository work within the Library service and research administrative procedures
4. Project Outputs

· Advisory Committee with agreed remit and schedule.
· Project website.
· Statistical summary record of e-space (no. of records and usage) to share with the JISC and peer review partners, Worcester University and Hertfordshire University, for comparison at later stages.
· Questionnaire for MMU research/academic community to determine current awareness/use of e-space.
· Formative evaluation report summarising initial findings and lessons learned within MMU to be shared with peer review partners and the global repository community.
· Advocacy sessions tailored to subject disciplines and different end-users. Mini-questionnaire feedback forms to be completed at all sessions.
· A broader advocacy plan which following evaluation can be re-purposed by other universities.

· A clearer and definitive Open Access policy that is owned by MMU and which can be shared with the global community.

· Policy for embedding e-space work into routine library work.
· Second questionnaire to assess impact of e-space on wider scholarly communication/impact on teaching/research.
· Summative evaluation report and analysis of results of the second questionnaire and comparison with first questionnaire results, including lessons learned since the first report.

· Final and completion reports to the JISC.
· Reports to be delivered at specific conferences during 2008. 
The project will provide a case study for repository implementation and development in a post-1992 multi-site/multi-discipline University to be shared with the wider community.
Our understanding of these benefits will be shared with peer review partners from the outset and also be made available to the JISC/repository community.
5. Project Outcomes

By developing a service oriented approach, underpinned by a policy which embeds e-space into University strategy and policy and into administrative and technical workflows/procedures, the project will help to develop more efficient workflows based on common and/or best practices and upon the newly emerging national deposit API as appropriate.
The project will provide interoperability with the MMU Research Management System in order to create a single research repository to improve both administration and dissemination of research output. 
Through quantifiable targets for content and acquisition of a critical mass of content the project will support for the RAE 2008 submissions process. 
By providing a critical mass of research output in an Open Access environment, the project will increase visibility and recognition of MMU’s research output in the wider community.
6. Stakeholder Analysis

	Stakeholder
	Interest / stake
	Importance

	Vice Chancellor and Pro VC for Research
	University policy & strategy
	High

	Directorate
	University policy & strategy
	High

	Academic/Research staff
	Dissemination of research output
	High

	Publishers
	Willingness to allow Open Access
	High

	JISC
	Funding body
	High

	Research administrators
	Administration of research output
	Medium

	Library staff
	Embedding new procedures into library workflows
	Medium

	Software provider
	Continued software support & development
	Medium

	Users
	Uptake and usage of the service
	Medium

	Other academic institutions
	MMU as a case study
	Low


7. Risk Analysis

	Risk
	Probability

(1-5)
	Severity

(1-5)
	Score

(P x S)
	Action to Prevent/Manage Risk

	Loss of key personnel and knowledge
	3
	5
	15
	Sharing and documentation of knowledge and cascading of information to key staff within the Steering Group, to subject librarians and to cataloguing staff will continue throughout the project.

	Lack of interest/time from research staff
	4
	4
	16
	Increased advocacy, awareness/benefits and embedding of procedures into library workflows, rather than additional work for research staff.

	Organisational restructure
	4
	3
	12
	Work closely with key personnel at Faculty/Departmental level via Advisory Committee to ensure advocacy & embedding policies are built into new organisational structures and policies.

	Ability of software supplier to develop software
	3
	4
	12
	Propose to work closely with software supplier to enhance and develop existing software in line with user requirements.

	Loss of service/data
	2
	5
	10
	Work with software supplier to ensure adequate backup measures in place & to prevent outage.

	Breach of copyright
	2
	5
	10
	All staff to be fully briefed and aware of copyright issues/resources.

	Sustainability beyond project funding
	2
	3
	6
	Embedding of the service into library routines will remove the need for additional posts for these tasks.


8. Standards

We will use the metadata and harvesting standards as recommended by the JISC Standards Catalogue which has been developed to support the Digital Repositories Programme  

(http://www.ukoln.ac.uk/repositories/digirep/index/Standards)
In addition we will work closely with BioMed Central with the aim of working towards implementation of the Eprints DC Application Profile (http://www.ukoln.ac.uk/repositories/digirep/index/Eprints_Application_Profile)
	Name of standard or specification
	Version
	Notes

	DSpace
	Customised
	See section 9

	OAI-PMH
	
	Already in place

	Eprints DCAP
	
	


9. Technical Development

The e-space repository uses the Open Repository Service from BioMed Central which is a customised version of DSpace. 
10. Intellectual Property Rights

The IPR of this project will rest with the Manchester Metropolitan University. However all findings and reports will be shared in perpetuity with the JISC community. 

We will suggest and implement changes to the internal copyright policy to take account of the Open Access policy and associated issues and will also advocate the use of Author's Rights and Licences to our academic colleagues.
Project Resources

11. Project Partners

None. However, a project peer review partnership will be established with Worcester University and Hertfordshire University.
12. Project Management

The project will be managed following JISC’s best practice guidelines and will report to the existing e-space Steering Group and proposed Advisory Committee. The project will also involve existing library staff – subject librarians for advocacy and Library Support Services staff for embedding procedures into current workflows.

Project team:
Helen Standish

Project Manager

Sarah Taylor


Assistant Librarian (0.5 FTE)

Steering Group:
In addition to the above personnel –

Professor Colin Harris

University Librarian

Gill Barry


Head of Learning and Research Services
Jayne Burgess

Library Services Manager (Art & Design)

Annette Coates
Library Services Manager (Electronic Services Development Team)

Mary Harrison
Research Support Librarian

Advisory Committee:
Professor Maureen Neal
PVC Research and 3S and Dean of the Faculty of Science & Engineering

Professor Peter Gilroy
Director of Research 

Professor Huw Morris

Dean of the MMU Business School

Professor Dick Hartley
Director of the Information Research Institute

Professor Berthold Schoene
Director of the English Research Institute and Professor of English

Dr Paul Holmes 
Ph.D. Programme Leader: MSc Sport & Exercise Science and MMU Cheshire RIHSC Coordinator

Professor Paul Cammack
Head of Politics & Philosophy Department
13. Programme Support

Support will be requested from the Programme Manager as and when required. The project will also make use of any relevant training/events offered by the JISC and others, subject to available staff time and resources.
14. Budget

Budget summary – see Appendix A for full details
	Item
	April 07– Mar 08
	April 08– Mar 09
	TOTAL £

	Staff costs
	£60,387.36
	£62,802.86
	£123,190.22

	Non-staff costs 
	£4,989.00
	£4,800.00
	£9,789.00

	Indirect Costs (inc. Estates)
	£44,635.00
	£44,635.00
	£89,270.00

	Totals
	£110,011.36
	£112,237.86
	£222,249.22


This total project budget has been costed at £222,249.22 over two years, of which £60,000 is requested from the JISC with the remaining amount to be contributed by the University in the form of current staff salaries and absorption of the full economic costs.
Detailed Project Planning

15. Workpackages

See Appendix B

16. Evaluation Plan

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

	Jul 07
	Advocacy plan
	Is there a clear advocacy plan
	Documentation
	Documented plan

	Oct 07
	Import of RMS data
	Has the data been imported
	Observation
	Transfer of data to the IR

	Nov 07
	Development of Open Access policy
	Is MMU moving towards a clear Open Access policy
	Interviews/Focus groups
	Proposed policy documents

	Jan 08
	Support for RAE 2008
	Has the IR helped with the submissions process
	Interviews/Focus groups
	Less time/admin spent on RAE submissions process

	Mar 08
	Promotion and advocacy
	Has awareness and usage of IR increased
	Meetings/Usage stats
	Increased content

	May 08
	Embedding into library workflows
	Has IR work been embedded into daily workflows
	Observation
	IR work now part of daily workflows

	Mar 09
	Embedding into University strategy
	Is there a University mandate to deposit into IR
	Policy documents
	Policy mandate

	Mar 09
	Critical mass of content
	Does the IR contain a critical mass of research output
	Statistical summary
	Critical mass of research output in the IR


17. Quality Plan

	Output
	Advocacy and existing provision

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

(if applicable)

	Jun 07
	Validity of advocacy plan
	Review effectiveness of advocacy plan to date. 

Check best practice on SHERPA, other appropriate websites and with peer review partners.
	Benchmarking
Peer review
	Project Manager
	n/a

	Jun 07
	Fitness for purpose
	Pilot questionnaire
	Questionnaire results
	Project Manager,
Steering Group and Advisory Committee
	Use ILRT Bristol Online Surveys software 

	Oct 07
	Integrity of data from RMS
	Sample checks
	Matching data
	Project Manager
	n/a

	Dec 07
	Significance of Open Access policy
	Second questionnaire
Usage
	Increased content
	Project Manager
	n/a


	Output
	Strategic fit and embedding

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

(if applicable)

	Dec 07
	Availability & re-use of metadata 
	Monitor workflows
	Quality/validity of re-usable metadata
	Project Team
	n/a

	Dec 07
	Evaluation of advocacy
	Analysis of questionnaire & feedback
	Changes made based on feedback & analysis
	Project Manager
	n/a

	Feb 08
	Staff training
	Cataloguing guidelines
QA checks
	More staff trained
	Project Manager
	n/a


	Output
	Evaluation of extent/success of advocacy & embedding

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

(if applicable)

	May 08
	Evaluation of success of advocacy
	Second questionnaire
	Lessons learned
	Project Manager
	n/a


18. Dissemination Plan

	Timing
	Dissemination Activity
	Audience
	Purpose
	Key Message

	Jun 07-Aug07
	Staff training
	Library staff
	Inform, Raise awareness
	To provide guidelines and training manual on e-space

	Jul 07
	Project website
	Global community
	Inform, Raise awareness
	To show development and current awareness

	Jul 07
	Advocacy plan
	Library staff/academic & research staff
	Inform
	To promote e-space

	Jul 07-

Jul 08
	Advocacy sessions
	Academic/research staff
	Inform, Engage, Promote
	Workshops/demos, meetings to raise awareness

	Oct 07 & Mar 08
	Questionnaire results
	Academic/research/library staff
	Inform, Engage
	To show how e-space is currently used

	Jan 08
	OA policy
	Academic/research staff
	Inform
	To communicate MMU’s OA policy

	Mar 09
	Reports
	HE community
	Inform
	To share lessons learned and best practice

	Ongoing
	Peer review meetings
	Peer reviewers
	Raise awareness
	To share lessons learned

	Ongoing
	Exchange of experience workshops
	HE community
	Raise awareness
	To share lessons learned

	Ongoing
	Internal newsletters & mailing lists
	University staff
	Inform

Raise awareness
	To promote e-space within the University and update on developments


19. Exit and Sustainability Plans

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

	Embedding into University policy
	Buy-in from University VC & Directorate
	Establish policy documents

	Create single research repository
	Ensure all research data available from the one source
	Ensure advocacy and training

	Increase visibility & recognition of MMU research
	Ensure critical mass of IR content
	Ensure e-space is effectively publicised & promoted


	Project Outputs
	Why Sustainable
	Scenarios for Taking Forward
	Issues to Address

	Open Access policy
	Model for the future
	Ensure currency
	

	Cultural change
	Need to respond to future developments
	Continued advocacy
	University support for staffing levels

	Changes to University policy and practice
	More cost effective procedures due to removal of duplicated effort across the University when handling research output
	New policies and procedures agreed, accepted and put into practice
	Buy-in and acceptance across the whole University


