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JISC Project Plan: SUE Training Programme (SUETr)
Overview of Project

1. Background

In 2007, JISC funded a series of 44 ‘Start up and Enhancement’ projects to create new, sustainable repositories designed to store a range of content and to stimulate the population of existing repositories, enhance interoperability and embed repositories within institutional working practices such as research and learning. Projects funded in this strand explore a wide range of issues around the provision of repositories to support research, learning & teaching, and other activities, though many share similar concerns such as metadata, intellectual property rights, advocacy and evaluation.
Projects are funded on a ‘matched funding’ basis, whereby institutions provide at least 50% of the funding to match the JISC grant. One of the main reasons for this is to improve the prospect for sustainability of the repositories. However, the development of staff skills is another important factor in ensuring sustainability. As a number of projects have already identified some areas in which shared training would benefit them and further areas are anticipated, JISC has awarded SUETr with funding to explore training requirements within projects funded in the SUE strand and provide appropriate training. 
As JISC already funds a number of other repositories initiatives, it is highly likely that there will be some overlap in target areas. SUEtr will therefore work closely with other such initiatives to minimise duplication and coordinate efforts wherever possible. Likely initiatives include but are not limited to: the Repositories Support Project (RSP), the Digital Curation Centre (DCC), Repositories Research team (RRT), NetSkills, TSI, JISC-Legal and JISC-Cetis.   
2. Aims and Objectives

The SUETr programme will draw upon initiatives past and present to provide a series of comprehensive training workshops and seminars for SUE projects to address their shared concerns in a collaborative and practical context. 

Aims:

· To equip staff in SUE projects with skills to contribute to successful completion of their projects

· To assist SUE project staff in developing sustainable and successful repository services

· To facilitate communication and knowledge sharing between SUE projects on issues of shared concern

· To take a practical and hands on approach wherever possible 

Objectives:
· To consult with SUE staff in identifying training requirements

· To liaise with other JISC projects to minimise duplication of effort

· To develop a comprehensive training programme with a practical focus
· To organise and deliver training events in varying locations
· To reproduce materials for subsequent online consumption

· To evaluate the success of the programme in meeting SUE projects training needs

SUETr will equip staff from SUE projects with the knowledge required to address various aspects of repository sustainability and success. These range from implementation of various technical standards to facilitate interoperability, effective management of digital assets, and practical use of metadata schemas, to addressing legal and IPR issues, preservation and longevity, and embedding repositories in the wider organisational framework. The success of the SUETr will be measured largely through feedback from participants and evaluation of programme deliverables against the training requirements identified early in the life of the project.
3. Overall Approach

The project will consult with the project staff in the SUE strand to develop a complete landscape picture of their training requirements. A focus group meeting will be held with a representative number of SUE projects staff to identify their concerns and scope preferred methods to address them. Further consultation with other SUE projects will be invited by email. The knowledge gained through these activities will feed into a comprehensive training requirements report that will inform the subsequent development of the training programme, particularly in terms of identifying the ‘hot topics’ to be addressed in the larger training events. Practical and hands-on training modules will be developed in collaboration with other JISC projects and external experts, to be delivered during designated SUETr training events or sessions. Supplementary training materials to address topics considered relevant but of less shared importance will be devised for one-on-one or online delivery. 
The project will be structured into five mostly sequential workpackages, though activities to develop content for some modules will take place concurrently with delivery of others. Project outputs will be made available in a timely fashion throughout the course of the project to ensure SUE staff are kept abreast of developments and have the opportunity to access module materials as they wish. The main issues to be addressed in SUETr are delivery of required training modules and assessment of how each of the training modules impacts upon the proposed or perceived sustainability and success of the SUE-funded resource.  

The scope of the project is limited to addressing training requirements expressed by SUE projects. Training materials will therefore focus on the topic explicitly within the context of SUE projects rather than a generic context, eg preservation of learning & teaching materials rather than digital preservation per se. Training will be targeted primarily towards SUE staff, though applications from delegates from JISC-funded projects other than SUE projects will be considered should there be spare capacity. Technical training in installing or upgrading repository software is out of scope of the project, particularly as RSP already provides facilities for this type of support. Beyond this, it is anticipated that evaluation of the training programme will highlight a range of future training requirements. These are also out of scope, but will be identified and documented for any future work in this area.
Engagement of the target community is a critical success factor as the success of the project is closely bound to securing input from SUE projects, both in identifying training requirements and participating in training events. Delivery of appropriate training materials is another critical success factor, as module content and delivery will have a direct impact on subsequent staff abilities to address the issue within projects. It will also impact on the perceived usefulness of SUETr training which will in turn affect stakeholder buy-in. Timely delivery of training to address training requirements is the final critical success factor, and sustainability measures or plans should be in place for all projects by the end of matched funding (March 2009).   
4. Project Outputs

Tangible deliverables:
· Project documentation (plan, progress report, final report & completion report)

· Project web pages

· Project blog

· Training Requirements Landscape report

· Training programme

· Training modules & content

· Training opportunities (events, one-to-one meetings, seminars, online)

· Evaluation report

Intangible deliverables

· Closer networks between SUE project staff

· Greater collaboration between relevant JISC funded initiatives, particularly those that provide training (e.g. SUETr, RSP, RRT, DCC) 

· Increased knowledge of sustainability issues for SUE staff

· Awareness of outstanding issues or further training requirements post March 2009 within SUETr and JISC

5. Project Outcomes

The main target outcome of this project is increased knowledge and ability of staff on SUE projects to address issues impacting repository sustainability and success. Knowledge and abilities developed as a result of participation in SUETr should in turn be disseminated with other project and repository staff so that they become embedded in the repository infrastructure. This in run will lead to more sustainable and efficient repositories, with potential to expand the national and global networks of repositories and further facilitate opportunities for re-use of stored data stored.

On the ‘if you build it, they will come’ principle, the establishment of successful and well run repositories should subsequently lead to increased use, both in turns of deposit and access. An expanded sectoral workforce capacity should also be developed as staff skills developed through SUETr cascade through staff departments and other related initiatives. 
6. Stakeholder Analysis

	Stakeholder
	Interest / stake
	Importance

	SUE project staff
	Training will specifically target areas identified by SUE project staff. SUE project staff will benefit from attending training provided by SUETr in terms of establishing sustainable and successful repository services, which in turn helps them achieve their own goals and objectives.
	High

	External expert trainers
	External trainers will be heavily involved in developing content for training modules.   
	High

	RSP project
	The RSP has a vested interest in working with SUETr to ensure training provided by both projects is complimentary and does not overlap. 
	Medium

	Non-SUE Repository staff
	The wider repository community will also have an interest in the topics explored in the training materials. However, as the broader community is not an explicit target audience, only minor efforts will be expended on addressing this group.
	Low


7. Risk Analysis

	Risk
	Probability

(1-5)
	Severity

(1-5)
	Score

(P x S)
	Action to Prevent/Manage Risk

	Recruitment difficulties
	3
	3
	9
	Urgent exploration within UKOLN to identify potential staff to work on project. Staff available to provide input on short term basis until permanent member of staff identified. Some activities, particularly content development, will be outsourced. UKOLN events staff to assist in events management & arrangement.

	Loss of a member of staff
	2
	4
	8
	Multiple staff within UKOLN with skills and knowledge to contribute to project.

	Failure to elicit input from SUE projects & focus group 
	1
	5
	5
	This will impact on development of training needs analysis and participation in training opportunities. Iterating the benefits of involvement in SUETr and backing from programme manager will help manage this risk.

	Failure to elicit participation from related JISC projects
	2
	4
	8
	This is particularly important with regards to RSP, particularly the RSP events programme and use of RSP website to disseminate training materials to the wider community. Shared staff between projects should mitigate against this risk, alongside backing from RSP project manager and JISC programme manager. 

	Failure to secure participation from external experts
	1
	5
	5
	Several options available for external speakers; multiple staff available within UKOLN and supporting initiatives with relevant experience.

	Failure to secure appropriate venues
	1
	5
	5
	SUE projects to be asked to host some meetings; others to utilise programme meetings and UKOLN facilities. UKOLN events team available to support venue sourcing.

	Failure of external experts to deliver materials of  required quality
	2
	4
	8
	SUETr staff to assess materials prior to use; alternative staff in UKOLN/projects available to provide assistance.

	Overambitious training programme
	2
	4
	8
	Realistic scope in work plan: liaison with JISC programme manager. 

	Legal issues
	2
	3
	6
	The project requires training materials to be made broadly accessible and published under a Creative Commons license. External content developers may not agree to this; assurance to be given (if required) that they retain copyright. 


8. Standards

	Name of standard or specification
	Version
	Notes

	PDF – Portable Document Format
	
	Documentary/Presentation outputs to be issued as PDF files: broadly accessible publication format

	DOC – Word Document format
	
	Documentary outputs to be issued as PDF files; preferred over RTF as Word RTF cannot be understood by all applications and conversion to RTF can adversely affect contents. Word processing format enables re-purposing of materials 

	PPT
	
	Presentation outputs to be issues as Powerpoint files (and PDF, see above); enables re-purposing and re-use.


Other standards will be addressed in training opportunities. 

9. Technical Development

No technical development involved.
10. Intellectual Property Rights

The IPR of material generated as part of the project will remain with the respective creators. All outputs, including documentation and training materials created during the fulfilment of this project will be disseminated to the wider HE community and made freely available under an appropriate open source of creative commons license as appropriate. Creative Commons licensing will also support re-use of the materials by permitting training materials to be tailored for re-use
Project Resources

11. Project Partners

UKOLN is the sole institution in this project.
Contact: Maureen Pennock – m.pennock@ukoln.ac.uk
12. Project Management

Maureen Pennock will manage the project, under direction from Michael Day and Liz Lyon at UKOLN. This project will complement and be informed by UKOLN involvement in other repositories projects as well as institutions that provided support for this project at the proposal stage.

SUETr will employ a lightweight approach to project management, especially given the relatively small nature of the project, the number of staff and the concentration of staffing from a single institution. Some additional management effort will be required to ensure sufficient collaboration between related projects and regarding input from external training content creators. Decision making – particularly with regards to programme development - will be informed by focus group input and communications with RSP & the JISC programme manager. 

Project team:  
· Maureen Pennock, UKOLN, University of Bath - Project Manager: m.pennock@ukoln.ac.uk
· Peter Cliff, UKOLN, University of Bath – Research Officer: p.d.cliff@ukoln.ac.uk
· Natasha Bishop, UKOLN, University of Bath - Events Manager: n.bishop@ukoln.ac.uk
· Research Officer TBC, UKOLN, University of Bath:
The project manager will spend approximately 25% allotted time on project management. Events will be organised and run largely by the two project research officers, in collaboration with the UKOLN events manager, under guidance from the project manager.
Other contributors may include:

· Brian Kelly, UKOLN, University of Bath - UK Web Focus: b.kelly@ukoln.ac.uk
· Alex Ball, UKOLN, University of Bath – Research Officer: a.ball@ukoln.ac.uk
· Mahendra Mahey, UKOLN, University of Bath – Research Officer: m.mahey@ukoln.ac.uk
· Ann Chapman, UKOLN, University of Bath – Research Officer: a.chapman:ukoln.ac.uk
· Adrian Stephenson, UKOLN, University of Bath – Research Officer: a.stephenson@ukoln.ac.uk
· Kara Jones, University of Bath – Research Publications Librarian: kj213@bath.ac.uk
· Sally Rumsey, University of Oxford - ORA Service & Development Manager: sally.rumsey@oulx.ox.ac.uk
Further contributors will be identified based on the outcome of the training needs assessment. 
No internal training needs have been identified, particularly as module content will largely be developed and led by external experts. Guidance will be drafted to ensure content is developed and delivered to a consistently high standard. 
13. Programme Support

As the success of the project is dependent on participation by SUE project staff, it will benefit from visible backing of the SUE programme manager. The project will also attempt to utilise programme meetings to communicate with projects face to face or provide training opportunities whilst minimising travel requirements.  
14. Budget

	
	Costed Effort
	Costed Effort
	Total Costs 

	
	(days)
	(FTE)
	April 2008 to March 2009 (£)

	Total Directly Incurred Staff (A)
	
	1.24
	51,499

	
	
	
	

	Non-Staff
	
	
	

	Office consumables 
	
	
	2,575

	Five workshops @ £2,500 each
	
	
	12,500

	Total Directly Incurred Non-Staff (B)
	
	
	15,075

	
	
	
	

	Directly Incurred Total (A+B=C)
	
	
	66,574

	
	
	
	

	Directly Allocated
	
	
	

	Estates
	
	
	5,275

	Directly Allocated Total (D)
	
	1.24
	5,275

	
	
	
	

	Indirect Costs (E)
	
	1.24
	40,635

	
	
	
	

	Total Project Cost (C+D+E)
	
	
	112,484

	Amount Requested from JISC
	
	
	70,000

	Institutional Contributions
	
	
	42,484

	
	
	
	

	
	
	
	

	Percentage Contributions over the life of the project
	
	JISC
	62%

	
	
	Partners
	38%

	
	
	Total
	100%


Detailed Project Planning

15. Workpackages

See Appendix B
16. Evaluation Plan

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

	Months 2/3
	Training programme
	Does it address relevant and sufficient subjects? Are the correct subjects given priority?
	Assessment by programme manager & external experts
	Positive feedback

	Ongoing
	Training materials
	Do they address the target audience & main issues of the subject? What practical skills have they developed?
	Feedback forms
	Positive feedback

	Ongoing
	Community uptake of training opportunities
	Are target projects registering and providing and using skills developed through training opportunities?
	Attendance lists; follow up contact 
	Registrations, attendance, positive feedback

	End of project
	Success of project
	Has the project met its aims and objectives? Was the approach effective? What further training is required?
	Feedback forms; focus group 
	Positive feedback; assessment of outcomes and outputs against project plan.


The focus group will play a valuable role in helping evaluate the success of SUETr, particularly as they represent projects targeted in the training programme. The programme infrastructure will be used to identify appropriate external evaluation mechanisms.
17. Quality Plan

Quality Assurance will be integrated into project work. Prior to training materials being released, they will be signed off by a member of the project team. All event activities will follow best practice in providing user-evaluation forms for review and use in further event and activity planning. 
	Output
	Training programme

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

(if applicable)

	Months 2 -3 +
	Fit for purpose
	Comparison against training requirements analysis; external review
	Documentation
	Project manager; programme manager
	


	Output
	Training modules: content & delivery

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

(if applicable)

	Ongoing
	Fit for purpose
	Comparison against training requirements analysis & project QA process
	Documentation; delivery of content
	Project manager, research officer
	


	Output
	Evaluation report

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

(if applicable)

	End of project
	Fit for purpose
	Project QA process; external review
	Released report
	Project manager
	


18. Dissemination Plan

	Timing
	Dissemination Activity
	Audience
	Purpose
	Key Message

	April 2008
	Announcement of project startup to through mailing list and websites
	All stakeholders
	Awareness raising and promotion; inform
	The project is happening

	Ongoing
	Announce availability of training opportunities 
	SUE projects
	Engagement and participation; Raise profile
	Register for training 

	Ongoing
	Provide training opportunities
	SUE projects
	Engagement and participation; inform
	Develop staff skills for repository sustainability and success

	Ongoing
	Make materials widely available
	All repository initiatives
	Facilitate re-use, raise awareness; community aceptance
	Training materials are available for re-use

	Ongoing
	Possible external presentations and articles
	All stakeholders
	Awareness raising and promotion; inform
	SUETr outputs may be of interest; re-use encouraged; training encouraged


19. Exit and Sustainability Plans

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

	Reports
	Publish on project web pages and UKOLN web site as appropriate; submit to JISC
	Maintenance passes to RSP/Sherpa/UKOLN;JISC responsible for subsequent preservation

	Project web pages
	Housed on RSP website
	Maintenance passes to RSP/Sherpa


Project outputs that may have potential to live on after the project ends:

	Project Outputs
	Why Sustainable
	Scenarios for Taking Forward
	Issues to Address

	Training materials
	Community will continue to require training
	Utilise and develop for  subsequent UKOLN and RSP training opportunities
	Format longevity; updating, hosting and maintenance

	Evaluation reports
	Useful for stakeholders and developing further training
	Continued hosting on UKOLN and RSP web sites
	Format longevity; currency of information
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