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Preamble
This document provides initial guidance to projects funded under the JISC 1-01 development programme (i.e. those funded as a result of the JISC Circular 1-01 MLEs for Lifelong Learning: Building MLEs across FE and HE). It is particularly concerned with project management, the relationships between projects and the programme office, evaluation, and communication with the community as a whole. In general, projects will liaise with the Programme Office through the programme manager. Contact details for the MLE Programme Office can be found at http://www.jisc.ac.uk/mle/progoffice.html
. A Programme website will be developed and programme information will be made available from the main JISC MLE site http://www.jisc.ac.uk/mle/.
The ethos of the programme 

The JISC Five Year Strategy 2001-2005 puts the development of Managed Learning Environments at the centre of its strategic objectives, in particular to ‘Help institutions create and maintain Managed Learning Environments (MLEs) to support students’. JISC has already funded two large development programmes in the MLE area, Building MLEs in HE (7/99) and Building MLEs in FE (Interoperability pilots) and the 1-01 programme will complement and build upon these programmes. The Interoperability pilots II:  Scotland, Wales and Northern Ireland programme will also begin shortly and will complement this programme.

There are specific issues for the 1-01 programme that need to be taken into account. Firstly, there is a strong need for embedding within institutions; these are projects that are closely aligned to the strategic aims of institutions and should help the institutions to achieve their objectives. Secondly, the projects involve established consortia of FE colleges and HE institutions and careful planning and management will be needed to ensure the development of balanced services across the different institutions. Thirdly, the projects are generally not focused upon the development of a single product or national service, so it is very important that the benefits that the wider community can achieve from the programme are clearly define. 

We also expect the projects to derive great benefit from working together. The projects will be tackling many similar issues, many of which will be very complex and challenging, and it is important that projects should work together to try to resolve some of these problems. The Programme Office has an important role to play in this by opening communication channels and facilitating shared learning through meetings and workshops. The Programme Office has the joint role of both monitoring and supporting the projects; it is hoped that the relationship between the projects and the Programme Office will be one of mutual support and encouragement.
The Programme Office therefore wishes to put in place supportive mechanisms to enable these objectives to be met. To achieve this it is necessary to: 

· Ensure that each project has a clearly articulated project plan of sufficient detail to enable progress and performance to be monitored and evaluated both by the project itself and by the Programme Manager (this plan may change during the course of the project in response to formative evaluation).
· Ensure that each project has robust management procedures in place and is operating them satisfactorily.
· Enable projects to address their objectives dynamically (i.e. change their strategy/tactics as required by changes in the environment or by their own learning – and that of parallel projects). 

· Emphasise that there are no penalties for responding to learning or for the failure of well-planned and executed initiatives.
· Achieve value for money.
· Collate the learning of projects together with formative programme evaluation so that the progress and impact of the programme can be monitored and the programme itself is ‘steered' dynamically.

· Relate the programme to other programmes, to relevant services and to national and international developments.
· Ensure that the projects' and programme's aims, objectives, progress, achievements and impacts are known to all stakeholders and to all other interested parties.
· Avoid overloading projects, the Programme Office and the community.
Project and Programme Organisation
A new MLE Evaluation Team will be set up by JISC’s Learning and Teaching Committee, who with the Programme Manager will oversee all the projects in the programme, will guide the strategic direction of the programme, liaise with the project directors and to oversee the formative evaluation of the projects. Project directors will be asked to provide reports to the MLE Evaluation Team; this will also provide a peer review function.

It is important that the projects should work coherently as part of the overall programme, to share expertise and develop common processes and procedures. Each project will be very complex and draw in a large number of different stakeholders across the partner institutions. Staffing for the projects will also be located across institutions. This situation could pose a threat to the coherence of the programme as a whole if lines of communication are not clear. Each project will be asked to produce a list of named representatives for each aspect of the project and these representatives will provide the main point of contact for the other projects, and for the Programme Office.

It will also be important to work closely with relevant JISC Advisory Services (e.g. CETIS, TechDis) and to put in place structures and lines of communication which support this. 



Project Management
Clearly, it is important that projects are properly managed. The Programme Office does not try to dictate how this is done but does require certain minimum standards. These include:
· Project Manager
Each project must have a clearly designated project manager. There must be a clear, written agreement on the proportion of time the responsible individual will devote to project management and this must be agreed with the Programme Office. Please ensure that the name and contact details of the Project Manager, and any changes, are communicated to the Programme Office.

· Administrator

Each project must have a clearly designated administrator who will provide a single point of contact for the Programme Office. This person will liaise with the Programme Office on administrative arrangements such as finance, travel, accommodation and so on.

· Project Management Training
It is recognised that some project teams are highly experienced in managing similar projects; others may be new to this activity. The Programme Office will carry out a training needs audit early in the Programme and will put in place appropriate training. Projects are encouraged to make management training needs known to the Office at the earliest opportunity.
· Specialist training

Introductory training of project staff in specialist areas (e.g. standards issues) will be organised by the Programme Office at regular Programme meetings. Issues to be covered include use of IMS to transfer student records; other uses of IMS and other standards such as SCORM; the student progress file; authentication and authorisation. Other themes will be added following requests from the projects or the emergence of other key issues.

· Other training

Project staff may require training in other areas such as technical training. Whilst the Programme Office is not able to provide this training, the Office will liaise with other project staff to provide shared training opportunities where appropriate. Projects are encouraged to notify the project office of current or future training requirements.

· Project Plan
Every project must have a formal, written Project Plan which must follow the outline provided by the Programme Office. The Plan must be sufficiently detailed to:  

· define deliverables;
· define milestones and other checkpoints;
· break the project into component work packages which specify tasks;
· make clear who is responsible for delivering what by when. 

The Plan should also address the actions needed to achieve an appropriate continuation and /or exit strategy. The project plan is likely to evolve in response to learning that emerges from the project, and formative evaluation. Changes to the Plan need to be approved by the project’s Steering Committee and the Programme Office / Advisory committee. 

A copy of the project plan, and any substantial revisions, must be sent to the Programme Office within three months of the start of the project and is subject to the approval of the Programme Director.
The National Coordination Team have produced some useful guidelines and examples which are available from

http://www.ncteam.ac.uk/resources/useful_resources/good_practice/index.htm.
· Programme Activities

Please note that project plans should include an allocation of at least 30 working days per year for programme activities (e.g. training, participation in workshops and conferences, programme level evaluation activities). 
Projects will also be expected to cover travel costs to these programme activities and should ensure that the 
project travel budget will cover 30 national trips per year to such events.

Quality Assurance
Where a project is producing a product or service it is essential that appropriate formal quality assurance procedures are in place. This includes the production of reports and other publications for use by the community, software tools and products, and services. While the Programme Office does not prescribe a particular approach, the procedures to be adopted must be described in the project plan. Particular issues which should be addressed, in addition to technical verification of products are:  The application of standards, especially to ensure interoperability; usability, including accessibility for users with disabilities; scalability; sustainability, including long-term sustainability beyond the end of the Project; competitive edge (by comparison with other products/services) 

Consortium Agreement
As more than one party is involved in most projects, it is essential there be a consortium agreement that encompasses the activities outlined in the Project Plan. This can vary with the size and the nature of the consortium, from informal to legal contracts, and should be tailored to reflect the project's needs. However, it should at least contain the following sections:  

· Purpose
· Membership and broad responsibilities of each party  

· Arrangements for resolving disputes   

· Financial arrangements   

· Ownership of project assets, including software and hardware bought from project funds  

· Ownership and exploitation plans for intellectual property resulting from the project – with due reference to the advice given below and in letters of grant. 

If an adequate consortium agreement already exists that encompasses all of the above areas, the consortium should make a copy of this agreement available to the Programme Office. 

Reporting
Each Project is required to provide two progress reports per year (for the periods to the end of January and July respectively, or parts thereof) detailing activity during the previous period. A framework for reporting will be put in place by the Programme Office and a template for reports will be provided. 

Projects should also identify 3 or 4 project level reporting dates each year, linked to milestones or the completion of a set of project activities. These reports will be made available to the Programme Office and MLE Evaluation Team. The format of these reports will be determined by the projects but it is intended that they will feed into reports to the wider community. It is hoped that this will reduce the overall burden of reporting by spreading the load, and make reports more useful. 

Final reports and other documents will be produced to meet guidelines and deadlines that are agreed with the Programme Office and Advisory Committee. Final reports and documents must be of sufficient quality and depth to be of demonstrable benefit to the community. Final payments to projects will only be made when the Advisory committee approves the final deliverables from the project.

Communications
A communications strategy will be put in place by the Programme Office in consultation with projects. This will encourage communication of issues and experience and move towards active dissemination and assisted take-up across the community. Please ensure that the project manager, and other staff as appropriate, is a member of any mailbase list set up for relevant discussion and contributions.
Audit
For financial audit, the procedures of the lead or fund-holding institution will apply. In general, the JISC does not intend to send financial auditors to projects. However, there remains the possibility that the JISC's auditors may wish to audit projects. In addition, projects are expected to return a financial statement as part of their reports and at the end of the project.
Projects are required to make themselves available for a visit by the JISC Executive or nominees on reasonable notice.
Business/Exit Strategy
Projects are funded on the basis that their development activity is part of the key strategic objectives of the consortia. JISC funding is for a limited term and, for this programme, is intended to speed up development activity that institutions are already committed to putting in place. It is thus expected that institutions will have clear aims for ongoing activity at the end of JISC funding, and this needs to be expressed through a business or exit strategy. 

If projects are to continue beyond that term, they need to find further sources of funds. Projects wishing to continue should devise a business plan or a funding exit strategy describing how this is to be done. Please note here the clauses on intellectual property and sustainable services from the grant letter as well as the following section.

Intellectual Property Rights
Projects should be aware of the JISC IPR Guidelines. The JISC will not seek to retain or acquire any formal intellectual property rights in the end products or services funded. We do, however, require a non-exclusive licence in perpetuity for content and software developed in the course of the project. This licence must enable us to archive, preserve, and disseminate the resources for non-commercial use within the UK Further and Higher Education sectors in perpetuity. It is the responsibility of institutions to ensure that products and services do not in any way infringe copyright or other intellectual property rights of any third party. Particular care needs to be taken in relation to items such as software which are incorporated into the products and also in relation to the copyright documents of various forms which are incorporated into the services. An up-to-date version of the JISC IPR guidelines is available on the JISC web site.
For content creation projects, copyright should be cleared before digitisation begins or else should be staged as a managed part of the creation process. Rights need to be cleared for networked delivery of these resources in learning, teaching, and research.
It is a matter for institutions or other partners to ensure that their rights are adequately protected.
Availability
The funding is made available on the condition that, except for a handling charge, and/or any usage charge, which will need to be authorised in writing by the JISC Executive, institutions shall make available the products free of charge to UK further and higher education institutions However, where a project proposes a self sustaining service to institutions after the initial JISC funding ceases, a business plan, which recommends appropriate charging levels which will need to be levied to sustain the service, will need to be developed in due course and agreed with the JISC Executive.
Evaluation
Evaluation will occur on several levels. At the programme level JISC will commission formative evaluation of the programme as a whole through the MLE Evaluation Team. The aim of this formative evaluation is to improve the development programme through timely feedback. A separate summative evaluation (basically an objective, hindsight evaluation of the programme in terms of achieving its objectives) will be commissioned at the end of the Programme. 

While any programme evaluation must interact with the projects (since it is through the projects, by and large, that the programme achieves its aims), this is separate and distinct from project evaluations. The interaction of programme evaluation with projects can occur in many ways and this will be discussed with projects by the evaluation team.
It is essential that each project has its own formative evaluation component that will focus upon reflective practice. A formative evaluation strategy should be approved by the Steering committee and lodged with the Programme Office (it may be part of the Project Plan). The essence of this level of evaluation lies in self-critical awareness by the Project of its performance, progress and impact.
Where a project is producing a product, there may be a further level of evaluation, essentially quality control. This is discussed above under project management.
Guidelines for project evaluation have been developed by several HEFCE and JISC programmes. It is suggested that the Guidelines for project evaluation available at the eLib web site at http://www.ukoln.ac.uk/services/elib/papers/tavistock/evaluation-guide/intro.html might be useful. These were developed by the Tavistock Institute for another JISC programme but much of the information is applicable. Projects may also wish to look at some examples of evaluation strategies at the National Coordination Team web site http://www.ncteam.ac.uk/resources/useful_resources/good_practice/index.htm. 

Dissemination and Promotion
Different stakeholders will rightly have different views about what a project/programme's primary outcomes are. This is a fundamental dichotomy, between the aims of the projects – generally to produce a specified set of deliverables and change within a consortium – and the aims that the Programme seeks to achieve through the projects. Of course, the Programme expects projects to meet their deliverables. The Programme itself, however, is seeking sustainable change and learning in the wider JISC community. The Programme cannot fund all the change required, it can only fund pilots from which others can take their lead. This means dissemination and take-up are crucial to the success of the Programme.
Dissemination of information from the projects will fit into an overall dissemination framework that the Programme Office will develop in collaboration with JISC’s Outreach Group. Projects are required to work within the dissemination strategy on a number of different levels, and to disseminate within the programme, within the JISC MLE programmes, and to the wider educational community. In particular, projects will participate in:

· Shared events (e.g. conferences and workshops)

· Email discussion lists

· Shared documents and reports

· A Programme web site

· Specialist briefing papers on key topics

Each project should also plan its own dissemination strategy to share outcomes with specific groups or individuals, e.g. relevant professional associations; local groups; specialised conferences. The project must agree a dissemination strategy within three months of the start of the projects and this should be approved by the project’s Steering committee. The dissemination strategy should be developed in consultation with the Programme Office as we wish to plan a coherent dissemination strategy across the programme as a whole. The dissemination strategy will be expected to be a flexible document that may evolve in response to issues emerging from the programme as a whole, or issues specific to a project, as well as to the needs of the community. The project managers are also encouraged to set up mechanisms to enable joint approaches to dissemination and assisted take-up to be pursued across projects.
Dissemination of learning will be achieved in many ways. Projects will meet regularly at Programme meetings throughout the programme, where they will give feedback on their progress, and receive training. Some events will be focused on specific topics which will help projects to share their learning. In addition the Programme Office will encourage other meetings  when a broader range of projects and services can get together and discuss issues of mutual interest. These will at times involve relevant projects from outside the programme (in particular the other MLE programmes). 

The Steering committees also provide excellent opportunities for dissemination. External members of Steering committees not only bring insights, they also take away understanding of new problems and solutions. Evaluation activities also have a secondary role in dissemination.  A third route for dissemination is through conferences and workshops. We encourage projects to make presentations at relevant events where appropriate; please liaise with the Programme Office about events that you intend to target so that we can ensure good coverage across different sectors and subject areas. The Programme Office will also organise some dissemination events about the programme such as workshops or conferences, and projects will be expected to participate in these.

Institutional buy-in to your project is an essential key to success so projects should consider whether to organise local or regional information events about their project.
The Programme Office will commission the production of flyers for the programme; projects are asked to participate in this by supplying appropriate text. Projects will be given some flyers to distribute to their own contacts.  If projects wish to create their own publicity materials (for example, to meet other consortial objectives), it is essential to include an indication that the project was made possible by funding from the JISC. Projects must adhere to JISC PR Guidelines and to additional Programme guidelines established by the Programme Manager in due course. The JISC PR Guidelines are at http://www.jisc.ac.uk/pr/pr_strategy/.


Finally, we encourage projects to seek opportunities to publish articles about the project in relevant publications. Be imaginative when considering who might have an interest in reading about your project: MLEs cover a wide range of areas of an institution so you may have greatest impact by making new contacts in other areas e.g. staff development departments rather than IT departments. Where possible, please provide copies of the articles to the Programme Office, and collate references and links to the articles on your website.
Annexes
Annex A: Example of Terms of Reference of a Steering committee
The following is a brief draft of a possible statement of terms of reference for a project Steering committee. It is a condition of any award of this kind from JISC that there be a Steering committee appointed to oversee the project. The terms of reference and composition must be approved by the Programme Office.


Composition

· Project Director
· One senior representative of each institution 

· Programme Manager 

· At least two independent members, nominated by the projects. It may be useful to consider JISC advisory service representation on the steering committees.
· Other individuals may be invited to attend the Steering committee meetings. Committees are recommended to invite project managers to attend as a matter of course. 

Conduct of Meetings
The following offers a general framework for the conduct of Committee meetings, but will be adjusted appropriately to meet the needs of each Committee.A Deputy Chair should be appointed from among the independent members. The Steering committee should meet two or three times each year at least one of which should be a physical meeting. The Committee should reach decisions on the basis of consensus. Where consensus cannot be reached at the full meeting a subgroup, brought together by the Chair, and comprising one person from each of the   partner institutions, should try to resolve the matter at a later date. The quorum for meetings should be decided, depending on the number of members. Members can nominate someone to attend in their place if unable to do so themselves. The Project Manager(s) will be invited to each of the meetings of the Committee. Other individuals may be invited by the group to attend meetings. 

Main Functions of the Committee
The following are the key functions which each Steering Committee should undertake.
· To oversee the project on behalf of the Joint Information Systems Committee (JISC), providing reports back to those agencies (via the Programme Office) from time to time.
· To encourage and promote sharing of experiences and appropriate joint working within the consortium. 

· To assist the project(s) to align the work being undertaken with the development of the JISC MLE agenda, and its priorities, and to other current strategic issues for the JISC.
· To represent the best interests of the broader further and higher education communities in the United Kingdom in advising the project how best to develop products and services commensurate with the information needs of learning and teaching, research and scholarship in UK universities and colleges. 

· To receive regular reports from the project(s) on progress including the achievement of milestones and on future plans and associated milestones and deliverables; to comment on such plans in the light of available resources and the need for economy and efficiency; and to ensure that there are in place appropriate management structures and project management methodologies to secure the realisation of the plans. 

· To support the project(s) and to help the project and its staff to further its aims, with particular reference to the need to maintain for the project(s) a very high level of visibility in the UK HE community. 

The work of the Committee should be serviced from within the projects.
Annex B: Project Progress Reporting Framework

Progress reports will be used to provide both a monitoring function for the JISC Programme Office and also a formative function for the MLE Evaluation Team and the wider JISC community.

The reporting framework is intended to provide a consistent approach to the programme reporting mechanism.  The project reporting dates are timed to precede programme meetings and will be used to inform the activities and issues discussed at these meetings, as well as contribute to the formative evaluation of the programme.  Projects should use these six monthly reporting cycles as an opportunity to review and reflect upon progress, which should include all relevant members of the project team.  Projects may wish to time their own review meetings to feed into this formative process.

Project progress reports should be submitted on the dates shown below. Each report should include an overview of project activities, outcomes and issues for the proceeding period, project reflections and a budget report.  The project reflections should consider lessons learned, evaluation outcomes, project management issues, etc.  The programme manager will supply a report template.

	
	Year 1 (01-02)
	Year 2 (02-03)
	Year 3 (03-04)
	Year 4 (04-05)

	Reporting Period 

(01 Aug – 31 Jan)
	Project plans and Consortium Agreement within 3 months of the project start date.
	Report due

31/01/03
	Report due

31/01/04
	Report due 31/01/05

	Reporting Period 

(01 Feb – 31 July)
	Report due

31/7/02
	Report due

31/7/03
	Report due

31/7/04
	Final report due 31/07/05

	
	
	
	
	


Projects are requested to follow the format below (a more detailed version will be made available by the Programme Manager) when preparing their report and to submit an electronic version to the Programme Manager. Please append any relevant documentation (project management plans/reports, evaluation plans/reports, business plans, publicity materials etc.) to your report.

1. Project Details

To include  name, number, lead institution, project manager etc.

 

2. Activities and Progress

This section is concerned with activities and progress in relation to your proposal and contract with JISC. It should identify what has been achieved since your last report 

3. Learning from the process of implementation

This section of the report is concerned with differences between what was planned and what actually occurred, and the reasons for any such changes to the plan. Please tell us about any difficulties you have encountered as well as unexpected opportunities that may have opened up. Projects are encouraged to report on all forms of change including 'learning from failure'. 

4. Summary of Lessons Learned
In this section you should summarise any major `lessons' that have emerged from the project (to date ) and which you feel could be applied elsewhere. These may or may not have been mentioned in other sections of the report. They may include conclusions about particular technologies, views on management issues, or comments on service requirements.

5. Interim evaluation results

Projects will be collecting systematic, structured feedback at key stages in the project lifecycle, in line with your own project evaluation plan. These data are likely to be both formative (informing ongoing development and decision-making in the project) as well as summative (providing evidence of effects and longer term impacts). 

6. Dissemination Activities

In this section we are concerned with the dissemination activities you have undertaken

7. Project Outputs and Results 

In this section you will need to list and describe any outputs your project has produced (e.g. reports, demonstration sites, etc.). Please a reference, URL or append copy.

8. Finance 

In this section you should detail the expenditure of the project so far.  Against the budget headings you should set out the expenditure for the previous half year noting any significant over/under spend giving reasons for this.  You should also state the total expenditure to date against each budget heading.  

The template below is designed to help this reporting process but additional budget headings may be added to fit an individual project’s budget.

Total Grant:                                                 Duration of project:

Reporting Period:

	Budget Headings
	Total budget allocated
	Expenditure this reporting period
	Total expenditure to date
	Further information

	Staff
	
	
	
	

	T & S
	
	
	
	

	Equipment
	
	
	
	

	Dissemination activities
	
	
	
	

	Evaluation activities
	
	
	
	

	Other (please specify)
	
	
	
	


9. Future development

Section A. In this section you should set out any ideas you might have about future developments. It would be helpful to identify any changes in planned direction as well as any changes in proposed management and staffing arrangements. 

Section B. In this section you should set out any ideas you might have about future developments whether expressed as a business plan, exit strategy or plans for a follow on project.
Annex C: Programme Meeting Dates

Project team members are required to keep as many of the other dates free as possible.  These will be used for programme workshops, training events, evaluation meetings and activities, project visits, etc.

	
	Year 1 (01-02)
	Year 2 (02-03)
	Year 3 (03-04)
	Year 4 (04-05)

	Qtr 1 

(Aug – Oct)
	
	Thur 29 Aug 02

24/25 Sept 02

Wed 23 Oct 02
	Thur 28 Aug 03

23/24 Sept 03

Wed 22 Oct 03
	Thur 26 Aug 04

22/23 Sept 04

Wed 20 Oct 04

	Qtr 2 

(Nov – Jan)
	
	Tues 26 Nov 02

Wed 11 Dec 02

Thur 30 Jan 03
	Tues 25 Nov 03

Wed 10 Dec 03

Thur 29 Jan 04
	Tues 23 Nov 04

Wed 8 Dec 04

Thur 27 Jan 05

	Qtr 3 

(Feb – Apr)
	Programme Induction Meeting –  12 April
	18/19 Feb 03

Tues 25 Mar 03

Thur 17 Apr 03
	25/26 Feb 04

Tues 23 Mar 04

Thur 15 Apr 04
	22/23 Feb 05

Tues 22 Mar 05

Thur 14 Apr 04

	Qtr 4 

(May – July)
	Wed 22 May 02

Tue 18 June 02

16/17 July 02
	Wed 21 May 03

Thur 26 June 03

Tues 22 July 03
	Wed 19 May 04

Thur 24 June 04

Tues 27 July 04
	


Programme Meetings

Dates in bold are Programme Meetings: These will be the main programme events each year, spread over 2 days from lunchtime to lunchtime.

Project Director, Project Manager, institutional representatives must attend these programme meetings. Members of the project teams are also welcome. The main themes for each programme meeting will be based on issues arising in the programme. Project managers should ensure that relevant project team members attend.

Annex D: Dissemination

(see discussion document)

Annex E: Communications Strategy

(see discussion document)

Annex F: Support and Training Needs

(see discussion document)
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