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JISC Project Plan 

Overview of Project

1. Background

1.1 Systems to support Learning, Teaching & Research

The JISC is working towards an online Information Environment that supports effective curation, leading to secure and convenient access to resources to benefit learning, teaching and research. This will involve deep and seamless integration of services and resources within the personal, institutional, national and global landscape.

As Libraries are one of the central service providers supporting learning, teaching and research, it is essential that internal library systems (notably LMS & ERM) should be interoperable with the external services provided by the JISC or others, as well as the internal services provided by the host institutions, such as VLE and VRE.

This raises a range of questions, such as raised in this ITT, regarding the role, nature and value of LMS/ERM systems. It is noted that parallel developments in the e-learning systems domain, precipitated by the emergence of the Moodle open source approach and recognition of the importance of providing a holistic learner experience, are raising similar questions regarding generic large scale commercial solutions.
We provide here a perspective on the LMS/ERM systems market which complements with the issues raised in the ITT as the focus of this study. 
1.2 The academic LMS & ERM systems market

Products

The LMS market is mature, and consequently there is a lack of product differentiation in the core offering across vendors. “Choosing a new ILS is a lot like choosing a rental car. Like the ubiquitous four-door sedan, any ILS is going to get you where you need to go” 

There is a crowded market for solutions to manage electronic resources with a complex array of overlapping products and services such as e-journal access, link resolvers, ERM products and product to manage local e-content (e.g. ExLibris Verde). Some vendors have chosen to develop their own range of products whilst others have incorporated third party products. All claim to be able to interoperate with any core LMS raising the profile of interoperability issues.

New library “vertical search” products are being introduced to address the gap in the user experience between traditional OPACs and the increasingly pervasive ‘Web 2.0’ (non-library) products and services. Innovative Interfaces introduces its Encore product thus: ‘New Discovery Services Platform Leverages Web 2.0 Technologies’
 Open Source library products are emerging as potentially viable solutions.
 There is no track record of an open source LMS in UK HE, but Talis has made some of its resource discovery and library integration tools open source.

Libraries

The lack of easily demonstrable ROI for investment means there is little desire to change the core LMS. Most HE libraries remain with legacy Unix based products and because many have a long tenure with their vendor, they are paying relatively high annual maintenance fees. However high switching costs, lack of product differentiation and broader service uncertainties all mitigate against change.

Investment is instead going into products to improve access and management of electronic resources, interoperability and improving the overall user experience. There is an increasing need to interoperate dynamically with other corporate systems, not only VLEs, but also registry, finance, and portals. 

There is frustration (most notably articulated in the US) with the poor user experience delivered by traditional OPAC (The ‘OPAC sucks’ debate) and hence (in the US) growing use of generic (non library) search and retrieval products (e.g. Endeca at NCSU 
). Some UK libraries (e.g. Huddersfield) are pioneering their locally developed ‘web 2.0’ enhancements.
The trend to sharing library resources within HE and also across sectors continues slowly. Resource sharing tools remain clunky to use and have poor or non-existent fulfilment mechanisms and so remain largely ignored by end users. As yet there is little discernable appreciation in libraries of the value of aggregation (as opposed to Metasearch), which is at the heart of many successful commercial web based ‘library’ services

Vendors

Most LMS vendors operate with relatively low margins and profitability compared to the best software businesses. The LMS market is both niche and mature with a slow churn, so there is little ‘new name’ business to be won in the UK. Most geographic markets are also now saturated. Growth is therefore sought by selling ‘add-ons’ (Metasearch, Link resolvers, ERM, etc) to their own LMS customers but also libraries with other LMS.

A natural reaction to the present market conditions is consolidation. Most LMS vendors operating in the UK HE market have changed ownership is last 18 months with about half the vendors serving UK HE now being owned by private equity companies
.  For most LMS vendors, the UK is a very small proportion of their business, so a specifically UK agenda will have little influence on them. The new LMS owners will seek to streamline, improve margins and profitability by product rationalisation and other efficiencies. Private Equity owners typically refinance and sell their businesses in 3-7 years so are unlikely to take on board ‘risky’ innovation. 
2. Aims and Objectives

The LMS project takes full account of the JISC terms of reference, which relate to UK academic libraries. The 5 strands are summarised as follows, being slightly re-ordered to bring SOA & Open Source considerations before Recommendations. See Section 6 for a mapping of the 5 TOR strands against the work packages and staff expertise.
1. To evaluate the state of the current LMS / ERM market
a. Supply side - Current trends, the broad size, shape and value of the market, requirements, levels of satisfaction

b. Demand side - Service differentiation based on systems functionality; conversely the requirements for uniformity with partner libraries.
2. To evaluate procurement and cost issues - timeframes, typical costs, annual cost of ownership, the available product differentiation and the measures of value for money. 
3. To conduct a horizon scan taking account of the perspectives of suppliers, librarians, IT staff, other service providers and technologists. Our underlying concerns will be for the sustainability of the academic LMS / ERM systems market and for the role of these systems in the predicted shift from Content to Context.
4. To assess the current and emerging use of SOA and open standards in terms of requirements, readiness and product match – covering the current state of play and the critical factors, including ‘pain points’. The resulting recommendations on practical strategies will cover implications for the role of LMS / ERM systems.

5. To make recommendations on most effective engagement of library services with LMS/ERM systems, with other significant library related systems, with the JISC Information Environment and its services and with the e-Framework for education and research – all in the context of developments in Service Oriented Architectures and Open Source models.
3. Overall Approach

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

· Critical success factors.

The project is concerned with the following key areas:

· Trends and timeframes for LMS/ERM developments

· External systemic and technology developments impacting on the market 

· Blurred service boundaries and emerging user behaviours

· Interoperability involving (a) LMS modules from different suppliers, (b) institutional and wider systems, (b) frameworks such as the JISC Information Environment

· Opportunities relating to such as open source, Web 2.0 services
The following parameters have been agreed with JISC to scope the project 

· Institutions - Whilst the role of FE colleges delivering HE should be understood, the study and library survey should focus on core HE institutions 

· Systems - Whilst wider systems may be considered in the horizon scan, the vendor survey should focus on Library Management Systems (LMS) & Electronic Resource Management (ERM) products. 

· International - International expert opinion will be accessed through the Expert Group – such as JISC collaborators in Australia, Denmark, Netherlands and North America.
· The archive and museum sectors are out of scope.

Against this setting, this project will conduct an evaluation and horizon scan of the current Library Management Systems (LMS) landscape in Higher Education. The main focus is on LMS, including Electronic Resource Management (ERM) systems, though the consultants propose to include related systems (see Appendix 2.2), subject to discussion with JISC.
The proposed work plans is divided in to 8 work packages, plus Project Management. 

	Work Package
	Purpose

	1. Review Scope with JISC 
	Agree scope issues, especially re-systems, institutions and range of experts. This leads to the detailed project plan.

	2. Framework (Trends & Models)
	Develop conceptual and analytical frameworks that will guide WP3-7, especially development of Topic Guides and Surveys

	3. Horizon Scan
	Conduct desk research and follow up with expert informants focused on TOR 1 (Vendors) & TOR 4 (SOA, Standards) as well as the broader technology and sector landscape.

	4. Vendor Interviews & Fact Finding
	Engage individually with the 5 key LMS / ERM vendors (See Appendix 2) plus others in scope (see WP1). A detailed Topic Guide will be used.

	5. Expert Engagement & Sector Consultation 
	Consult with a selected expert group (‘Reference Group’) and with key respondents from the sector. This will both inform and respond to the Survey (WP6) as detailed below. A detailed Topic Guide will be used.

	6. Library Survey
	Survey the sector using an online questionnaire. Subject to agreement, this should be driven through SCONUL membership and other JISC lists. This will combine quantitative and qualitative (open) responses.

	7. Analysis & Recommendations
	In two explicit stages, develop the analysis framework, draw and test initial conclusions with sponsors and expert group, leading to final recommendations.

	8. Reports (Interim, Final, Guide)
	Draft, review and finalise the three reports mandated as deliverables. 

	9. Project Management
	Manage the process and report regularly to the JISC manager, including resources, timing, risk and quality assurance.


The following cross referencing of the JISC Terms of Reference against the operational Work Packages validates the coverage of the JISC requirements. Whilst each of WP2 to 8 should contribute to all aspects of the TOR, we have shaded the principal focus.

	JISC TOR 1-5

Work Packages 
	LMS

Market
	Proc &

Cost
	Horizon

Scan
	SOA &

Standards
	Recom-mend’s

	2. Framework – Trends & Models
	
	
	
	
	

	3. Horizon Scan – 2 phases
	
	
	
	
	

	4. Vendor Interviews & Fact Finding
	
	
	
	
	

	5. Engagement & Consultation 
	
	
	
	
	

	6. Library Survey
	
	
	
	
	

	7. Analysis & Recommendations
	
	
	
	
	

	8. Reports – Interim, Final, Guide
	
	
	
	
	


4. Project Outputs

Deliverables

The 5 proposed deliverables include all those mandated in the ITT
· D1 – Week 2 - Detailed project plan

· D2  - Week 10 – Vendor report

· D3 – Week 16 - Interim report

· D4 – Week 24 - Drafts of Summary document for institutions & Full report

· D5 – Week 26 – Finalised versions of reports

In terms of dissemination activity, Sero will provide 

· A web page to facilitate access to public project documents 

· Secure collaborative facilities, including blog(s), as applicable to support Reference Group,  interview and survey activity

As the project is only 6 months in length, Sero will also provide monthly or bi-monthly highlight progress reports by email, as agreed with the JISC programme manager.

Less Tangible Knowledge Exchange
It is expected that Work Package 5, ‘Expert Engagement & Sector Consultation’ will provide valueable opportunities to exchange knowledge above and beyond the formal requirements of data collection. 
On the basis of participant time constraints and locations, the vast majority of this activity will take place online using agreed means of communication and collaboration.

In addition, the plan includes at least one opportunity for the Expert Reference Group to meet face to face to review the preliminary Horizon Scan (October 2007). This should be hosted by the Open University.
5. Project Outcomes

This project is principally geared to support and influence the approach of academic libraries to the specification, procurement and implementation of LMS & ERM systems for learning and teaching and for research. 

The deliverable reports and the underlying survey and engagement activities should contribute to an enhanced perspective and clarity of purpose in terms of 

· Systems landscape

· External drivers

· Integration strategies

· Vendor engagement

Whilst the outcomes should principally benefit library managers and decision makers, the reports should also provide valued outcomes in respect of 

· Vendors and their responses to the UK academic library community 

· Linkages between the systems and the user behaviour aspects of current JISC work

· The e-Resources component of the e-Framework (principally covering library systems), fitting alongside e-Learning and e-Research

· The ongoing shaping and implementation of the JISC Information Environment
6. Stakeholder Analysis

The following stakeholders are those initially identified to be engaged in the Expert Group (Work Package 5).
	Stakeholder
	Interest / stake
	Importance

	Anne Bell – SCONUL

Peter Brophy - MMU

Jane Core – Northumbria

Ian Dolphin – Hull 

Gill Needham - OU

Dave Pattern - Huddersfield

Owen Stephens – Imperial
	Librarians (Library Services)
	High

	Stephen Pinfield – Nottingham

Jeff Haywood – Edinburgh

Julie Snelson – University of Wales, Bangor

Karen Stanton – Kings College London
	CIOs (Information Services)
	Medium

	Richard Boulderstone - British Library

Peter Burnhill - EDINA

Liz Lyon – UKOLN

Andy Powell - Eduserve

Scott Wilson – CETIS
	Agencies, Services & National Partners
	High

	Kerry Blinco (Australia)

Birgit Christensen - Aarhus, Denmark) 

Lorcan Dempsey (OCLC, United States)

Kurt de Belder (Leiden, Holland) 
	International Community
	Medium


7. Risk Analysis

	Risk
	Probability

(1-5)
	Severity

(1-5)
	Score

(P x S)
	Action to Prevent/Manage Risk

	Staffing - Availability of Team
	2
	4
	8
	Resource scheduling by Project Manager
Involvement of the full team in initial WPs to ensure familiarity and cover

	Organisational  - Delivery to Time
	2
	3
	6
	Active planning by Project Manager
Day 1 agreement of milestones
Clear advance information to participants
Proactive administration of interviews and surveys

	Organisational - Strength of Methodology
	2
	4
	8
	Early review of interview topic guides and survey instrument, 
Assimilation of prior research and findings
Involvement of expert group

	Technical – Failure of communications and collaboration tools
	1
	1
	1
	Fallback to email 

	External suppliers – Not applicable
	0
	0
	0
	N/A

	Legal – Failure to cascade project obligations
	1
	1
	1
	Sign back to back sub-contractor agreement

	Other - Level of vendor, librarian & other stakeholder engagement
	2
	5
	10
	Engage key contacts 

Up front dialogue

Clear communications

Shared benefits

	Other - Value of Findings
	2
	5
	10
	Engagement of vendors, librarians and other experts in the mission
Cross referencing with JISC
Interim findings and reporting milestones leading to final report
Fit with e-Framework


8. Standards

This section is not applicable, though JISC standards guidance will be taken in to account in the Work Package 3, ‘Horizon Scan’.
	Name of standard or specification
	Version
	Notes

	
	
	


9. Technical Development

This section is not applicable, though JISC standards guidance, the JISC Information Environment and the global e-Framework will be taken in to account throughout.
10. Intellectual Property Rights

All the contracted project deliverables are written reports and the intellectual property will rest with JISC. It is expected that, in line with JISC policy, the major deliverables will be available in the public domain.
Project Resources

11. Project Partners

Sero Consulting Ltd – Lead Contractor

Sero Consulting (www.sero.co.uk) specialises in the exploitation of ICT and digital technologies in education and training, from the viewpoints of infrastructure, systems, delivery, management and skills. Formed in 2004, Sero consists of 10 core personnel, working with specialist associates – in this case Glenaffric and Ken Chad Consulting.

The team proposed for this assignment 

· Has many years of practical experience in library automation and associated technologies, working with vendors and also directly in library services in the UK and overseas – including system specification, procurement and implementation. 

· Includes strong intellectual background in the development of the strategies and technologies that underpin current JISC and library sector thinking, including work under e-Lib (notably the UKOLN MODELS project) and the European Framework Programme 

· Brings experience from previous research and evaluation assignments in library, information service, archive and e-learning domains - including work with HEFCE, SFC, JISC, HE Academy and the British Library
As well as Project Management & the deliverable Reports, Sero is principally responsible for Work Packages 1, 2, 3 & 7,
Glenaffric Ltd

Glenaffric (www.glenaffric.com) is an independent consultancy incorporated in 2000 and specialising in the evaluation of e-learning and ICT-related programmes in HE and FE. The directors have a unique blend of skills and a breadth of understanding and experience of the FE and HE sectors across the UK, and the company works at a strategic level with several key development agencies including JISC, the HE Academy and the HE Funding Councils. 

Glenaffric is principally responsible for Work Package 5.
Ken Chad Consulting Ltd

Building on the successful career of founder Ken Chad in the field of library automation, Ken Chad Consulting was established in March 2007, focused on working with organisations such as government, local authorities, universities, colleges and schools to help leverage technology to realise the full potential of their library and information function.

Ken Chad Consulting is principally responsible for Work Packages 4 & 6.

Project Agreement
Sero is exchanging letters with its sub-contractors Glenaffric and Ken Chad Consulting agreeing back to back commitment based on the JISC contract with Sero.

12. Project Management

The Management Structure draws on the expertise of key consultants in leading individual work packages, which are organised according to the logical relationships and necessary interplay.

It is essential that all activity is coordinated through the Sero Project Manager. The Project Management function includes ongoing Risk Management and Quality Assurance of deliverables. These processes will be facilitated though group email and other collaborative online communication. The Project Manager (David Kay) will report to the JISC Programme Manager (Balviar Notay) and will liaise with the SCONUL executive as agreed at start up. To facilitate that process the Project Manager will submit monthly progress reports as illustrated in the time line. 
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The members of the project team, their roles, and contact details are as follows:
	Consultant
	Expertise
	Lead Roles in bold

	David Kay
David.kay@sero.co.uk 
	Project leadership, analysis, integrated education systems
	Project Manager (WP1/ 9)

Framework (WP2)

Report (WP8)

	Veronica Adamson
	HE context, library systems, procurement, consultation processes
	Sector Consultation & Expert Group (WP5)

	Prof. Paul Bacsich
	HE context, technology, systems, e-learning, e-research 
	Horizon Scan (WP3)

	Ken Chad
	Library systems, vendors products, procurement
	Vendors (WP4)

Library Survey (WP6)

	Laurie Edmonds

	Library process & practice
	Supporting WP3-6

	Dr. Jane Plenderleith
	HE context, consultation processes, analysis
	Expert Group (WP5 with VA)

Analysis (WP7)

	Peter Rowe
Peter.rowe@sero.co.uk 
	Library systems, technology research
	Horizon Scan (WP3 with PB)

Survey (WP6 with KC)

	Camilla Umar

Camilla@sero.co.uk 
	Research & administrative support
	All Work Packages


The project manager, David Kay, will spend 1.5 days per month undertaking this role (9 days over 6 months).
The team has no training needs specific to this project.
13. Programme Support

Sero welcomes support from the JISC Programme Manager to assist in making timely and effective linkages with relevant JISC projects. 

Support from SCONUL has also been agreed to assist in engagement of member libraries with the LMS project survey.
14. Budget

The budget is attached as Appendix A.  

There are no changes from the budget in the agreed project proposal.

Detailed Project Planning

15. Workpackages

The detailed project work plan over 26 weeks (13 * 2 week blocks) is attached as Appendix B. 
The following Gantt chart illustrates phasing, including milestones and deliverables.

There is contingency allowed within work packages 4-6 which involve external dependencies.
	2 week blocks

Work Packages
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12
	13

	1. Review Scope with JISC 
	
	
	
	
	
	
	
	
	
	
	
	
	

	2. Framework – Trends & Models
	
	
	
	
	
	
	
	
	
	
	
	
	

	3. Horizon Scan – 2 phases
	
	
	
	
	
	
	
	
	
	
	
	
	

	4. Vendor Interviews & Fact Finding
	
	
	
	
	
	
	
	
	
	
	
	
	

	5. Engagement & Consultation 
	
	
	
	
	
	
	
	
	
	
	
	
	

	6. Library Survey


	
	
	
	
	
	
	
	
	
	
	
	
	

	7. Analysis & Recommendations
	
	
	
	
	
	
	
	
	
	
	
	
	

	8. Reports – Interim, Final, Guide
	
	
	
	
	
	
	
	
	
	
	
	
	

	9. Project Management 
	
	1
	
	2
	
	3
	
	4
	
	5
	
	6
	

	Milestones
	
	1
	
	
	2
	
	
	3
	
	
	4
	
	5

	Deliverables
	1
	
	
	
	2
	
	
	3
	
	
	
	4
	5


The 5 proposed milestones will provide clear management of progress and deliverables:

· M1 – Week 4  - First expert group ‘meeting’ with Framework completed (WP2) and Topic Guides available for WP4 & WP5

· M2 – Week 10 – Vendor Interviews completed (WP4) and Library Survey ready to run (WP6) 

· M3 – Week 16 – Library Survey completed (WP6) and Interim Report available (WP8)

· M4 – Week 22 (Prior to Christmas) – All consultation completed (WP4-6) and recommendation formulated (WP7)

· M5 – Week 26 – Final draft report agreed and iteration to final report

16. Evaluation Plan

This section is not applicable.
	Timing
	Factor to Evaluate
	Questions to Address
	Method(s)
	Measure of Success

	
	
	
	
	


17. Quality Plan

Sero Consulting is working towards Customer First to achieve certification, with a target of Q4 2007. Whilst not certificated, the Sero management team is experienced at working within an ISO-9000:2000 compliant environment. Peter Rowe is an ISO-9000:2000 auditor.

In addition to statutory and legal obligations, Sero recognises that education research and technology projects are sensitive and complex in terms of confidentiality, dependencies and partnerships. We therefore apply the following principles to staff and sub-contractors alike:
· Regular Reporting – agree a written reporting cycle appropriate to the contract that takes account of milestones and risks

· Deliverable Review & QA – ensure that deliverables are subject to independent internal review and quality assurance prior to release

· Structured Planning – maintain GANNT or equivalent project views that highlight activities, resources and dependencies

· Problem Resolution – adhere to mutually agreed approaches to resolve problems

· Stakeholder Engagement – ensure stakeholders are engaged with project prcesses, messages and outcomes
· Legal obligations - ensuring legal obligations regarding clients and participants are understood by all staff and associates and are covered in company policies (notably Health & Safety, Equal Opportunity, DPA, FOI), contracts of employment and Associate contracts.
Quality plans relating to specific deliverables and activities are as follows:

	Output
	Online Survey Instrument

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

(if applicable)

	Sep 07
	Coverage;
Navigation;

Clarity
	Internal & external (SCONUL) review and small pilot (Expert Group) before release
	Feedback from reviewers and pilot
	Glenaffric
	Survey Monkey feedback


	Output
	Interview Topic Guides – including vendors

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

(if applicable)

	Sep 07
	Coverage;

Clarity
	Internal & external expert review and small pilot before release
	Feedback from reviewers and pilot
	Sero
	None


	Output
	Final Reports

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

(if applicable)

	Dec & Jan 07
	Fulfilment of brief;

Use of evidence;

Relevance of recommendations 

Clarity;

Plain English
	Internal & external Expert Group review 
	Feedback from reviewers
	Glenaffric
	None

	Jan 07
	Ditto
	JISC Final Draft  Acceptance Review
	Marked up draft
	Sero
	Word ‘track changes’


18. Dissemination Plan

Dissemination outputs and activities are as follows:

	Timing
	Dissemination Activity
	Audience
	Purpose
	Key Message

	Throughout
	Expert Group activity – including online
	Stakeholders
	Validation of findings
	Trends beyond UK HE libraries

	Sep 07
	Project Website
	Public
	Project & Consultation Information
	National consultation

	Dec 07
	SCONUL Conference
	Librarians
	Validation of findings and positioning
	LMS & the e-framework

	Jan 07
	Guidelines Mini-Report
	Librarians
	Procurement support & logical model
	Good practice


19. Exit and Sustainability Plans

This section is not applicable.
	Project Outputs
	Action for Take-up & Embedding
	Action for Exit

	
	
	


	Project Outputs
	Why Sustainable
	Scenarios for Taking Forward
	Issues to Address

	
	
	
	


Appendixes

Appendix A. Project Budget

Appendix B. Workpackages

� Dismantling Integrated Library Systems. By Andrew K. Pace — Library Journal February 1, 2004. � HYPERLINK "http://libraryjournal.com/article/CA374953.html" ��http://libraryjournal.com/article/CA374953.html�


 


� Press release May 2006. � HYPERLINK "http://www.iii.com/news/pr_template.php?id=290" ��http://www.iii.com/news/pr_template.php?id=290�





� For example see � HYPERLINK "http://www.open-ils.org/" ��http://www.open-ils.org/�





� Available from Talis Developers Network � HYPERLINK "http://www.talis.com/tdn/" ��http://www.talis.com/tdn/�





�  � HYPERLINK "http://www.lib.ncsu.edu/endeca/" ��http://www.lib.ncsu.edu/endeca/�





� ‘Unsettled Forecast’ by Ken Chad. CILIP Library+Information Gazette. 9 March 2007. � HYPERLINK "http://www.kenchadconsulting.co.uk/images/stories/unsettled_forecast_9_march_2007.pdf" ��http://www.kenchadconsulting.co.uk/images/stories/unsettled_forecast_9_march_2007.pdf�
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