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JISC Project Plan 

Overview of Project

1. Background

This project will improve discovery of and access to resources through exploring the use of social networking tools in promoting the use of an institutional repository.  In doing so, it will link two existing JISC-funded projects being run by Leeds Met.  These are Streamline and An Institutional Repository for Leeds Metropolitan University.  This project will provide scope to enhance the outcomes of each of these.  

The project will build on issues already identified by the Streamline project, namely that the relatively low take up of the use of repositories is a result of attitudinal issues as well as technical ones. Streamline has consulted potential repository users as part of its activities in supporting workflow and found that even staff who are willing to engage have serious concerns about loss of control and ownership of their outputs. The need to manage their own resources, while still sharing them with others, is therefore important. Building a community of trust around repository use would alleviate some of these issues. 

The Institutional Repository project has been pursuing a phase of business needs analysis, which has primarily comprised various forms of engagement with stakeholders.  From this, it has been clear that the early focus of the Institutional Repository should be research outputs, and that, furthermore, there is a need amongst stakeholders to be aware not only of the contents of the repository, but how these fit within the context of the wider information environment (feedback from the University’s Research Sub-Committee, April 2007; meeting of key stakeholders in University systems, July 2007).  

From this, and other evidence from the wider community of lower than expected take-up of Repositories both from the point of view of deposit as well as document downloads, this project will use and adapt existing social networking tools to engage the user community in the deposit of materials in the repository, and to promote resource recommendation and onward contextualisation and discovery.
2. Aims and Objectives

The aim of the project is to focus on the individual’s interaction with the Repository at every stage.  Through doing this, it will investigate how social networking tools might facilitate the stakeholders’ connection between the necessary institutional functions of the repository and the individual’s own use and exploitation of it.  

The specific objectives are to employ a range of social networking tools already in use by the stakeholder groups, to include social bookmarking, informal tagging, synchronous and asynchronous communication and text clipping.  These will then be used to support the following activities:

· Stakeholders commenting on the various processes around the use of the repository, and encouraging each other in the deposit of materials.  

· Onward signposting and bookmarking of resources elsewhere to promote use of both in-house and other materials.  

· Members of the project team engaging with users both in guiding them in use of the system, and in observing user behaviour and comment on the use of the materials in the repository to feed this into improvements in the system.  

The project will also look at traditional approaches to information retrieval, in which the student / researcher / academic may be concerned with the amount of information potentially available to them vis à vis the proportion of that information they retrieve and compare this to the quality of the information they retrieve and how much they then go on to use and recommend to others.

3. Overall Approach

The project methodology will be based on an iterative cycle of testing the use of social networking tools at points throughout the workflow, and making changes and adjustments on the basis of feedback from users.  The process will be entirely based around technical developments which present the social networking tools at the most relevant points in the workflow, e.g. to aid deposit, to exchange experience around publishers’ policies, funding body mandates, copyright and IPR, and also at the points of searching, retrieval and onward discovery / signposting, and maintaining user engagement throughout to promote further development.  This follows the UIDM model in that, through building on stage 1 developments from both Leeds Met projects, it will move on to stage 2 & 3 in developing technologies and practices which, once tested, will move the project once more through the cycle to from stage 1.  

Interoperability between the tools to be used and the software platform for the repository will be key to the success of the project.  Less than fully operational implementation of the tools would have an impact on the user experience and therefore negate the planned benefits to be gained by using the tools in the first place.

There is no intention to create new tools or amend those that are used. The scope of the project is to use social networking applications already adopted and familiar to stakeholders.

Critical success factors will be:

· That the stakeholders feel ownership of the processes with which they engage around the repository workflow, i.e. deposit of materials, searching the repository, retrieval of materials, and onward referral to further sources of information

· That the social networking tools embedded in the repository are well used [against pre-agreed parameters], and that the models of usage may be transferred to interface with other in-house systems

· That the model of usage of the social networking tools is fully documented, to include technical data and user support materials, to promote re-use of the model with other University systems (and other members of the wider community, as wished)

· That the repository receives a higher than average level of deposit [measured against standard rates of deposit in repositories in like institutions] in the early stages, owing to the nature of the engagement with stakeholders

4. Project Outputs

The major project deliverables will be:

· A robust project plan, which will set the project in context, and provide a framework against which to measure progress and success

· Training and awareness raising events for stakeholders across the University regarding the benefits of an institutional repository and how to use the social networking tools as a means of engaging and feeding back into the development of the repository

· An analysis of the social networking tools used and their relative effectiveness in achieving the aims of the project

· A detailed and well documented set of workflows outlining the process for depositing materials in the repository, drawing on the recommendations made by stakeholders through their comments and other engagements via the social networking tools

· User support materials related both to the software interface and to the social networking tools as deployed through the software

The knowledge and experience we intend to build and extend upon is as follows:

· Increased knowledge of the workflows which represent the most effective means from the user point of view to deposit items into the repository, and protocols for adding of metadata – including a decision regarding user supply of metadata vs. informal tagging, or both

· Use of social networking tools to promote and refine the user experience of a new software product through the engagement of a diverse group of users

· The potential role of social networking tools in promoting verification of information resources retrieved by the end-user, and onward resource discovery

5. Project Outcomes

This project fits within the aims and objectives of the Users and Innovation programme, in its focus on using Web 2.0 emerging technologies to enhance the efficiency and effectiveness of resource sharing through the use of ICT, as well as contributing to the vision of the Repositories and Digital Preservation programme.  Its outcomes will therefore be of use and interest to both communities.  The outcomes we envisage are as follows:


· A major outcome will be an assessment of the technicalities of embedding social networking tools within the repository; this output will benefit the wider repository community in providing experience and technical detail which can be used within other repository environments.
· A further output will be the optimised use of the repository and engagement of users in the process of achieving this.  Academic and research staff within the University will benefit from the promotion of access to their research outputs, and students of the University in the contextualising of the role of open access materials in supporting their studies.  A further potential change this will stimulate is the use of social networking tools in promoting use of other systems and interfaces used elsewhere in the University.
6. Stakeholder Analysis

	Stakeholder
	Interest / stake
	Importance

	Vice Chancellor
	Increased uptake and content in the Repository which acts as a show case for the intellectual outputs of the University
	High

	Pro Vice Chancellor, Research
	which raises profile of research at Leeds Met
	High

	Research staff
	Increased uptake and content in the which in turn will raise profile of individual’s research outputs, increasing visibility of research; opportunity to contribute to development of repository through most effective means of communication with project groups
	High

	Research students
	As above
	High

	Head of Learning Support Services
	Repository will enhance the Library’s e-services portfolio and extend interoperability, thus exploiting the integrated electronic information environment; experience of project team in using social networking applications to promote use of new interfaces will feed into the above
	High

	UK Research Community
	The UK research community will have improved access to the intellectual outputs of Leeds Met
	High

	Other users
	Other users will have access to the intellectual outputs of Leeds Met, which they previously have had difficulty in obtaining
	Medium

	Software vendors
	Leeds Met will work with the software vendor in exploring new functionality and testing the integration of social networking applications within the product with a large client group
	Medium

	Other JISC programmes and projects
	Other JISC programmes and projects will gain value from the lessons learned and disseminated by the Leeds Met project team
	High


7. Risk Analysis

	Risk
	Probability

(1-5)
	Severity

(1-5)
	Score

(P x S)
	Action to Prevent/Manage Risk

	Staffing

Failure to recruit and / or retain key project staff during lifetime of project
	3
	5
	15
	As far as possible, existing staff will be seconded to the project, which should avoid delays in project deliverables due to recruitment issues. Project plans should be transparent and tasks should be able to be picked up should individuals leave the project.  Expertise and knowledge should never reside with a single individual, and tasks should be well documented.

	Organisational

Stakeholders not engaged with project 

Critical mass of material in repository is not sufficient to provide test environment


	2
	5
	10
	Stakeholders already engaged in both the Streamline and Repository projects will be basis for stakeholder clusters

Existing resources will be used to populate the repository



	Technical

Lack of interoperability between software platforms
	3
	5
	15
	Engage and negotiate with software provider as early as possible in project so that technical issues are explored and technical teams on both sides are on board

	Legal:

Suppliers of repository software do not agree to inclusion of social networking tools within public interface of system
	3
	5
	15
	Engage software provider / host as early as possible to gain agreement.  Streamline repository available as test-bed as back-up, if necessary.


8. Standards

The institutional repository will be based on the appropriate open standards.  Any developments undertaken in line with this project will be similarly based on open standards, to be identified and clarified as each issue arises.

	Name of standard or specification
	Version
	Notes

	tbc
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


9. Technical Development

The project will be working within the parameters of a tried and tested repository solution with a good track record for regular upgrades and introduction of improved functionality.  The social networking applications to be used with be in the public domain and will be those which facilitate inclusion within other interfaces – permissions for this will be sought, as necessary.  The process of embedding these tools within the repository interface will be carried out either by the Developer assigned to the project, and / or in collaboration with the repository providers – the basis on which this work will be done will be explored with the repository providers.

10. Intellectual Property Rights

The project team will ensure that all tools and systems used in the course of this project are used with the agreement of their creators and any other third parties whose permission might be required for their use in this context.  To support the team in this, advice has already been sought from the JISC Web2Rights project team.  The outputs of the project will be made freely available to the community for re-use.

Project Resources

11. Project Partners

There are no external partners.  The project brings together two existing JISC funded projects wholly run from within Leeds Met, i.e. Streamline and An Institutional Repository for Leeds Met University.  

12. Project Management

Project Team

Jo Norry, Head of Learning Support Services, Project Director.

Contact details: j.norry@leedsmet.ac.uk
Jo Norry will attend regular Project Consultancy team meetings, and will be updated on the progress of the project in fortnightly update meetings with the project manager, Wendy Luker.  She will be responsible for ensuring that any University level decisions are presented in the most appropriate forum, with the correct representation.

Wendy Luker, Academic Support / E-Services Development Manager, Project Manager

Contact details: w.luker@leedsmet.ac.uk 

Wendy Luker will act as Project Manager, and will line manage the Project Officer.  She will spend a half day per week (0.1 fte) on the project.  In collaboration with the Project Officer, she will schedule meetings of the project consultancy team.  She will ensure that all necessary project documentation, including presentations, training and support materials are produced to a high standard, and that the project website is kept up to date.  She will be responsible for producing the regular progress reports required by the JISC, and to the project consultancy team and the JISC for ensuring that project milestones are met.

Janet Finlay, Professor of Interactive Systems, Project Partner

Contact details: j.finlay@leedsmet.ac.uk
Janet Finlay is a key member of the project team and will spend a half day per week (0.5 fte), and will realise a number of project deliverables.  She is currently Principal Investigator for the Users and Innovation e-Administration project Streamline. She will contribute particularly to the participatory design and usability aspects of this project and the liaison with the Streamline project.

Project officer

Details to be confirmed

This is a 0.4 (15 hour / 2 days per week) post and the post will be required from the outset of the project, and will therefore be recruited as early as possible in 2008.  He/she will conduct the day to day business of the project, for example, arranging meetings with stakeholders, timetabling meetings of the Project Consultancy team, investigating social networking tools, liaising with the Repository software suppliers, and maintaining strong communication lines with personnel on the Streamline project.

13. Programme Support

The JISC programme manager for this project is Lawrie Phipps, and his advice and guidance will be sought as necessary throughout the course of the project.  Members of the project team will attend Programme Meetings and other relevant JISC training events, and will also engage with the Emerge community as a source of information and advice.

14. Budget

Please see Appendix A.  There are no planned changes from the original budget plan.

Detailed Project Planning

15. Workpackages

See Appendix B

16. Evaluation Plan

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

	April 2008
	Representative set of social networking applications have been selected
	Are key stakeholders in agreement with set of applications to be used?  Are they familiar with them? Do they use them in other environments on a regular basis
	Questionnaire to be circulated amongst the stakeholder community
	Each of the applications selected has the buy-in of a number of the key stakeholders

	June 2008
	Are the tools embedded at the correct stages of the workflow?
	Are the point at which social networking applications are available the most effective?
	User testing with stakeholders
	Following observation of the workflow, the project team and stakeholders are confident that tools are available at the most relevant stages of the workflow and resource discovery processes

	Summer 2008, and ongoing
	Are the tools being used?
	Are the tools being used in the way envisaged?  Do adjustments need to be made? Are further user guidance materials needed? 
	Engagement with stakeholders / monitoring of chat and blogging
	Tools are being used and producing useful feedback to channel into new developments

	Autumn 2008, and ongoing
	Has the use of social networking tools increased the use of the repository vis a vis repositories of a similar nature in like (benchmark) instiutions?
	Which are the relevant indicators of usage – hits to the site? Downloads?  What is the level of deposit like compared with repositories of similar maturity?
	Analysis of content, hits and downloads to be conducted by RDO and compared to like institutions 
	In comparison with average ‘hit’ and download rates for other similar institutional repositories, is the Leeds Met repository achieving similar levels of deposit?  


17. Quality Plan

	Output
	

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

(if applicable)

	March 2008
	Social networking tools meet needs of main stakeholders
	Assessment against list of social networking applications drawn up in collaboration with stakeholders
	Chosen tools all feature on original list
	Project manager / Project officer
	

	Spring 2008 and on-going
	Tools are properly embedded and fully functional
	Full testing and evaluation
	Tools are fully functional and operate from within the repository exactly as in stand alone environment
	Project officer / project developer
	


18. Dissemination Plan

	Timing
	Dissemination Activity
	Audience
	Purpose
	Key Message

	January 2008 and on-going
	Attend JISC programme meeting(s) 
	Members of JISC Emerge community
	To compare experience and information with other like JISC projects; to present  proress and findings of the project
	The main objectives of the PERSoNA project, and to highlight opportunities for collaboration

	March 2008 and on-going
	Submit Research Reflections to Leeds Met website to publicise progress of project; publish articles in Innovation Report; aim for whole issue of Leeds Met Matters to publicise launch
	Key stakeholders from across the University, including teaching, technical and research staff
	To introduce the key aims of PERSoNA, and to raise interest and awareness
	The value of the repository in promoting research / teaching and learning carried out at Leeds Met, and the role of PERSoNA in promoting this

	March 2008 and on-going
	To present paper on the aims and objectives of the project
	Key committees within the University, including Academic Committee, Planning and Resources Committee, and Research Sub-Committee
	To introduce the key aims of PERSoNA, and to raise interest and awareness
	The value of the repository in promoting research / teaching and learning carried out at Leeds Met, and the role of PERSoNA in promoting this

	September 2008
	Present papers / disseminate current awareness materials at relevant events
	Staff Development Festival
	To introduce the key aims of PERSoNA, and to raise interest and awareness
	The value of the repository in promoting research / teaching and learning carried out at Leeds Met, and the role of PERSoNA in promoting this

	Spring 2008
	Publicise go live date for the LeedsMet repository
	Relevant publications e.g SCONUL Focus, CILIP newsletter, JISC project page
	To raise profile of the new repository and to encourage deposit, and promote the related PERSoNA project on the back of this
	Leeds Met repository is about to go live!

	2008 / 2009
	Present papers / run workshops
	JISC events and other relevant fora, as appropriate
	To raise profile of the repository projects and to pass on learning experiences and good practice
	The value of open access publishing, the impact of the Leeds Met Repository, how the PERSoNA project has added to this, and key learning points for the project team


19. Exit and Sustainability Plans

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

	Social networking tools embedded within specific repository software
	Proven need for user engagement, with social networking tools presented as successful applications for achieving this both in this context and when compared to their usage elsewhere
	Extensive documentation re technical process of embedding and benefits thereof


	Project Outputs
	Why Sustainable
	Scenarios for Taking Forward
	Issues to Address

	Functional institutional repository 
	High level of deposit and increased profile of repository through use of social networking tools promotes intellectual outputs of Leeds Metropolitan University
	Project team pass on expertise to other members of University staff, e.g. Library staff in general and cataloguing / metadata experts specifically; learning technologists; owners of other interfaces, e.g. university portal
	Staffing for on-going support of repository


Appendix A. Project Budget
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JISC Project Project Plan Budget Template

	Directly Incurred

Staff 
	April 07– March 08
	April 08– March 09
	TOTAL £
	Directly Incurred

Staff 

	Project Officer, Grade 4, 15 hours, 0.4 FTE
	£2,548
	£10,821
	£13,369


	Project Officer, Grade 4, 15 hours, 0.4 FTE

	Project Manager, Wendy Luker 0.1 FTE
	£1,338
	£5,513
	£6,852
	Project Manager, Wendy Luker 0.1 FTE

	Project Partner, Janet Finlay 0.1 FTE
	£1,490
	£6,140
	£7,631
	Project Partner, Janet Finlay 0.1 FTE

	Project Developer 0.2 FTE
	£2,476
	£10,201
	£12,677
	Project Developer 0.2 FTE

	Total Directly Incurred Staff (A)
	£7,852
	£32,675
	£40,529


	Total Directly Incurred Staff (A)

	
	
	
	
	

	Non-Staff
	April 07– March 08
	April 08– March 09
	TOTAL £


	Non-Staff

	Travel and expenses
	£600
	£4,800
	£5,400


	Travel and expenses

	Hardware/software
	£2,600
	£
	£2,600


	Hardware/software

	Dissemination
	£200
	£800
	£1,000


	Dissemination

	Evaluation
	£
	£
	£


	Evaluation

	Other 
	£
	£
	£


	Other 

	Total Directly Incurred Non-Staff (B)
	£3,400
	£5,600
	£9,000


	Total Directly Incurred Non-Staff (B)

	
	
	
	
	

	Directly Incurred Total (A+B=C)

(C)
	£11,252
	£38,275
	£49,527


	Directly Incurred Total (A+B=C)

(C)

	
	
	
	
	

	Directly Allocated
	April 07– March 08
	April 08– March 09
	TOTAL £


	Directly Allocated

	Estates
	£967
	£3,865
	£4,832


	Estates

	Other
	£
	£
	£


	Other

	Directly Allocated Total (D)
	£967
	£3865


	£4,832


	Directly Allocated Total (D)

	
	
	
	
	

	Indirect Costs (E)
	£6,742
	£26,698
	£33,710


	Indirect Costs (E)

	
	
	
	
	

	Total Project Cost (C+D+E)
	£18,961
	£69,109
	£88,070


	Total Project Cost (C+D+E)

	Amount Requested from JISC
	£10,428.55
	£38009.95
	£48,438.50


	Amount Requested from JISC

	Institutional Contributions
	£8532.45
	£31099.05
	£39631.50


	Institutional Contributions

	
	
	
	
	

	
	
	
	
	

	Percentage Contributions over the life of the project
	JISC

55 %
	Partners

45 %
	Total

100%
	Percentage Contributions over the life of the project
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JISC WORK PACKAGE 

	WORKPACKAGES 
	Month
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12
	13
	14
	15

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	1:Confirm deliverables
	
	(
	(
	(
	
	
	
	
	
	
	
	
	
	
	
	

	2:Development and testing
	
	(
	(
	(
	(
	(
	(
	(
	(
	(
	(
	(
	(
	
	
	

	3: Evaluation
	
	(
	(
	(
	(
	(
	(
	(
	(
	(
	(
	(
	(
	(
	(
	(

	4: Dissemination
	
	(
	(
	(
	(
	(
	(
	(
	(
	(
	(
	(
	(
	(
	(
	(

	5: Project management activites
	
	(
	(
	(
	(
	(
	(
	(
	(
	(
	(
	(
	(
	(
	(
	(


Project start date: January 2008

Project completion date: March 2009
Duration: 24 months

	
	Earliest start date
	Latest completion date
	Outputs

Deliverables and reports marked in bold 
	Milestone
	Responsibility

	YEAR 1
	
	
	
	
	

	WORKPACKAGE 1:

Confirm deliverables

Objective:

To agree success criteria and list of social networking tools to be used


	Jan 2008
	March 2008
	
	
	

	1. With stakeholders from both Streamline and repository projects, agree success criteria
	Jan 2008
	Feb 2008
	Documented list of success criteria
	(
	WL / project officer

	2. With above group, agree tools to be piloted
	Jan 2008
	March 2008
	Documented list of tools to be used
	(
	WL / project officer

	
	
	
	
	
	

	WORKPACKAGE 2: 

Development and testing

Objective: 

To integrate tools within repository and test functionality / effectiveness


	Jan 2008
	December 2008
	
	
	

	3. Establish support arrangements for both Repository software and social networking applications; create user support materials [in conjunction with Repository project]
	Jan 2008
	March 2008
	Set of user support materials
	
	WL / project officer

	4. Embed social networking tools within Repository test environment, accessible at appropriate points in the workflow
	March 2008
	June 2008 / Dec 2008
	Tools available within repository
	(
	WL / project officer

	5. Test phase with pilot group of stakeholders on-site demonstrations and identify reference sites
	March 2008
	December 2008
	
	
	WL / project officer

	6. Re-visit technical developments, as necessary 
	March 2008
	Deember 2008
	
	
	WL / project officer

	7. Repeat pilot / test cycle
	June 2008
	December 2008
	Regular reports on results of above processes, and planned outcomes of next pilot / test cycle
	
	WL / project officer

	
	
	
	
	
	

	WORKPACKAGE 3: 

Evaluation

Objective: 

To evaluate project outputs


	Jan 08
	March 09
	
	
	

	8. Design and agree evaluation / quality assurance criteria and methodologies to cover project outputs / deliverables and project impacts 
	Jan 08
	March 08
	Agreed set of criteria
	
	WL / project officer

	9. Evaluate deliverables and impacts at agreed intervals throughout project, and for final project outcomes
	Jan 08
	March 09
	
	
	WL / project officer

	WORKPACKAGE 4: 

Dissemination

Objective: 

To disseminate information re. project aims and outputs 


	December 07
	March 08
	
	
	

	10. Throughout the lifecycle of the project, a key dissemination activity will be active engagement of the stakeholder community in understanding and informing project deliverables
	Jan 08
	March 09
	
	
	WL / project officer

	11. Develop project website with integrated blog
	Jan 08
	Feb 09
	Website
	
	WL / project officer

	12. Circulate aims and objectives of project amongst key stakeholders
	Feb 08
	Feb 08
	
	
	WL / project officer

	13. Publish Assessment Learning and Teaching / Research reflections on Leeds Met website
	Jan 08
	March 09
	Set of reflections
	
	WL / project officer

	14. Attend relevant JISC meetings / contribute reports / papers / workshops as appropriate
	Jan 08
	March 09
	
	
	WL / project officer

	WORKPACKAGE 5: 

Project management activities

Objective: 

To manage the project effectively


	Jan 08
	March 09
	
	
	

	15. Draw up detailed project plan and submit to JISC
	Jan 08
	Jan 08
	Project plan
	
	WL / project officer

	16. Project website goes live
	Feb 08
	Feb 08
	Project website
	
	WL / project officer

	17. Provide regular reports to JISC as required
	Jan 08
	March 09
	Reports
	
	WL / project officer
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