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1.	Summary



Introduction



This study maps actual and planned activities in the Electronic Libraries Programme (eLib) against programme objectives. It is intended to document the programme’s content and organisation; indicate possible directions for future activities; and provide a baseline for future reference and evaluation.



This study should be read in the context of JISC’s� own recent policy studies and statements.



The study has been carried out on the basis of data from extensive interviewing and documentary review within and beyond the programme. The study itself has taken the form of an analytical exercise in four steps:



1.	An inventory of programme policy objectives,



2.	A mapping of these objectives onto actual programme activities (projects),



3.	An analysis of the likely contributions of these activities to achieving policy objectives, and



4.	An identification of limitations and scope for future action in fulfilling programme objectives.



This document is divided into four main sections: Programme Context; Programme Objectives; Programme Content; and Programme Future.



As programme objectives have been refined and elaborated over time in the light of changing experience, there is an extent to which the programme content always, with hindsight, falls short of the evolving objectives which FIGIT is setting itself.  For this reason, where limitations and lacunae have been identified in this study they should be read in the first instance as policy learning rather than as policy or operational failure. 





Programme Context



eLib was set up in 1994 under the auspices of the Higher Education Funding Councils’ (HEFC) Joint Information Systems Committee to implement many of the information technology recommendations of the Libraries Review Group chaired by Sir Brian Follett. 



The programme runs from 1994-1998, guided by FIGIT� and a full time Programme Director, with funding of £15m, and consists of sixty projects and a number of additional supporting studies.



eLib has a number of distinct organisational characteristics, notably;



	- an emphasis on learning, mobilisation and catalytic effects,



	- a management strategy which is both directive and consultative, and



	- a conception of electronic information which goes beyond library provison to include 	elements of scholarly communication, teaching and learning.





Programme Objectives



The specific areas needing action identified by Follett included copyright, standards, electronic document and articule delivery, electronic storage of books and journals (digitisation), electronic journals, on demand publishing and the electronic book, awareness and training, navigational tools (access to network resources), networking, databases and datasets and catalogues, retrospective conversion of catalogues, library management systems, and some other general tasks.



The programme initially developed following the Follett report, was essentiallly a practical specification, modelled entirely within the framework set out by Follett, with a few minor shifts in emphasis, notably in the areas of copyright and standards, and a few omissions and additions. A number of elaborations were also made, particularly as concerns consortia composition, electronic journals, imaging, short loans and digitisation.



In the light of experiance, FIGIT has since 1995  evolved a series of proactive norms for the management of the programme which emphasise project management, evaluation, communication and exit strategies. More generally, the overall programme objective was settled as “to stimulate change within the information chain” and “to engage the Higher Education community in developing and shaping the implementation of the electronic library” particularly as regards developing operational systems and seeking cultural change.





Programme Content



eLib, as a programme, is divided into the following areas of activity - Electronic Journals; Pre-Prints; Quality Assurance; Access to Network Resources; Digitisation; On Demand Publishing; Electronic Short Loan Collections; Electronic Document Delivery; Supporting Studies; and Training and Awareness. In the main body of the text, for each area, we lay out, in the form of a summary table, a discription of area projects indicating objectives, actual content and (realistically) expected results. In the case of some areas we also offer an opinion on the area project content.



There are no significant areas mentioned or implied by the Follett report, or indeed in the wider literature, uncovered by some HEFC library related initiative. A detailed mapping of this by area, and a summary, by area, of eLib projects is contained in the main body of this text.



Project partnerships/consortia teams consist mainly of librarians or academics, and to a lesser extent  senior university managers. In our view, this consortium structure supports networking across institutions, but it also appears that some projects will be limited in their ability to exercise leverage upon their own institutions.





Programme Future



We make two main recommendations regarding programme future, one relates to integration, the other to cultural change:



Promoting integrated use of services and achiving critical mass in service provision implies actions and investment, to some extent simultaneously, at the level of the individual HEI�, individual disciplines, and at the ‘centre’ in the form of  JISC services.



Cultural change initiatives, if they are to be successful, must go hand in hand with structual and  material change. Individuals’ and groups’ behaviour and orientations will only be changed through awareness raising and training where their work contexts are also changed in a way that makes new knowledge and skills relevant.



A number of other specific recommendations are to be found in the body of the text and relate to Teaching and Learning; Intranets; Institutional Change Projects, Multi-media Use and Disciplinary Environments; Information Resource Discovery and Management; Training and Awareness; Evaluation, and the Promotion of Good Development Practice.



�

2.	Introduction



Study Content



The policy objectives of the Electronic Libraries Programme (eLib) have evolved as the programme has developed.  There is now a broad consensus as to programme objectives and a need to evaluate to what extent these objectives have been successfully translated into actual programme activities.  This document presents a logical analysis or mapping of programme activities in terms of programme objectives.  This exercise is the first activity of the overall summative evaluation of the programme.  This policy mapping study is intended:



-	to clarify the strengths and weaknesses of the overall programme in terms of content and organisation which are now becoming apparent, 



-	indicate the type of future activities which are desirable, particularly in terms of future CEI� activities, and 



-	provide a baseline against which programme activities can be related over time to wider policy and institutional goals.  



Study Context



This policy mapping study has to be seen within the broader context of JISC’s� own recent policy studies and statements.  This study accepts the general thrust of that policy and its components of network development; electronic information; applications; and awareness, liaison and training.  The division between services and development within the remit of a single electronic information committee also seems an appropriate improvement in management coherence.  We, also in keeping with FIGIT� thinking, see the importance of integrated pilots, but here we find the limits of the JISC remit, that is, the lack of remit to promote institutional innovations.  We need to consider then not just whether eLib has fulfilled its remit (which it has), but what is the relationship between eLib and the rest of JISC and between JISC and the rest of HEFC and the individual HEIs�?  This is linked, as we shall see, to the challenge of promoting cultural change.  



Study Design



The study has been carried out on the basis of data collected in the course of the extensive set of interviews and documentary review undertaken in Phase One of the eLib evaluation (development of an evaluation framework�).  This data has been augmented by additional supplementary interviews with Chris Rusbridge�, Alice Colban� and Malcolm Read�, review of more recent policy papers� and documentation on projects newly funded in 1996,� and a review of some other related initiatives, most notably in the areas of teaching and learning� and archives�.  The study has been also informed by the extensive, detailed discussions with projects that have taken place in the context of the individual project evaluation 'clinics' around the recent series of evaluation workshops for elib projects.  The study itself has taken the form of an analytical exercise in four steps:



1.	An inventory of programme policy objectives,



2.	A mapping of these objectives onto actual programme activities (projects),



3.	An analysis of the likely contributions of these activities to achieving policy objectives, and



4.	An identification of limitations and scope for future action in fulfilling programme objectives.



This document provides a synthetic statement of the study findings.  The analysis was further refined on the basis of comments from the members of the FIGIT Evaluation Sub-Committee� on the formal descriptions of programme objectives, content and future contained in an earlier draft. 



This Document



This document is divided into four main sections: 



Section 2: 	Programme Context rehearses the origins of eLib and the programme's place within the broader JISC structure. 



Section 3: 	Programme Objectives contains a formal resume of the programmes objectives, formally and as they have come to be refined and elaborated in practice. 



Section 4: 	Programme Content looks at the actual content of the programme areas and overall and examines the degree to which they cohere with the programme objectives. 



Section 5. 	Programme Future examines the present scope for further action in accordance with the programme objectives. 



As programme objectives have been refined and elaborated over time in the light of changing experience, there is an extent to which the programme content always, with hindsight, falls short of the evolving objectives which FIGIT is setting itself.  For this reason, where limitations and lacunae have been identified in this study they should be read in the first instance as policy learning rather than as policy or operational failure. 

�

3.	Programme Context



The Electronic Libraries Programme - Brief History 



From its inception in May 1992, the Higher Education Funding Council for England identified library provision and facilities as a key area of concern.  Following the first meeting of the HEFCE, the Libraries Review Group was commissioned through a joint initiative of the UK Funding Councils (HEFCE, HEFCW, SHEFC and DENI).  The Review Group was chaired by Sir Brian Follett (Vice-Chancellor, University of Warwick) and met from October 1992 to October 1993.  Its report, the Follett Report, was published in December 1993.



Chapter 7 of the report focused specifically upon IT and resulted in 18 recommendations out of the 46 in total (see Section 3: Programme Objectives).  Following Follett's advice, these 18 recommendations were subsequently addressed, as Follett suggested, by a programme “under the auspices of the Funding Councils' Joint Information Systems Committee [running] for a finite period and ... guided by an expert advisory group and supported by a programme co-ordinator”. 



The Funding Councils agreed to allocate an initial £4.75 million for 1994/95 (with the expectation that the programme would be funded for a further two years) and to pass on the responsibility for its implementation to JISC.  Eventually the programme was to have agreed a budget of £15 million over the period 1994-1998.  Following the February 1994 meeting of JISC, FIGIT was set up in order to implement the IT recommendations of Follett, and was chaired by Lynne Brindley (Librarian and Director of Information Services at the LSE).  A framework document (Circular 4/94) was issued in August 1994 which described FIGIT's approach to the Programme and invited initial expressions of interest for projects relating to the specification of programme strands with a closing date of October 1994.  Essentially the programme strands followed the issues identified within Chapter 7 of the Follett Report (On Demand Publishing, Electronic Journals and so on�).  In January 1995 Chris Rusbridge formally took up post as Programme Director, just before the start of the first tranche of projects under the programme.  Over the first phase of the programme, 41 projects were funded, of which 40 remain.�.  In addition a number of supporting studies (looking at additional issues identified by the Review Group) were commissioned or expressions of interest invited.  A second call for proposals was made later that year for projects in areas under-represented or uncalled for in the first round. A further 19 projects were commissioned to begin in 1996.



At the same time, efforts were made to attempt to maximise project effects and success by a number of additional measures, most notably, the establishment of steering mechanisms for the projects, the commissioning of workshops on project management, the establishment of an open electronic communication mechanism for the programme based on Web sites and a programme mail list, the holding of various open and closed meetings involving project participants and members of the wider community, and the development of a programme evaluation framework.



Background to the Follett Review and the Policy Context of the eLib Programme  



When commissioned, expansion of HE appeared set to continue and Follett's initial remit was to examine library and related provision in the light of the growth of undergraduate student numbers, changes in demographic profile of students and new styles of course provision and learning approaches.  Libraries were seen to be facing a crisis of spiralling costs - particularly of periodicals and specialist books - and pressure on space.  It was evident to the Review Group that implementation of its recommendations would be unlikely to result in cost savings.  However, the allocation of additional resources would be necessary in order to provide a more cost effective services in the long term - particularly through deploying IT.  Thus, the Group focused upon a broad strategy that would contain costs while improving library provision, capitalising on developments in information technology, and streamlining both the management and integration of information services within HEIs.



The terms of reference for FIGIT (Circular 2/94) were to “ensure the cost effective implementation of the IT recommendations of the [...Follett] Review”.  These recommendations dealing with IT were part of a wider approach which sought to encourage more efficient and forward looking exploitation of information service developments through an integrated strategy for library development.  This strategy included greater organisational coherence within universities, more integrated management and operational structures, and greater sharing and co-ordination across institutions with respect to library provision.  What became the eLib programme, then, was one part of a much wider set of library related objectives which were logically connected in policy terms.  This is acknowledged in the terms of reference of FIGIT (Circular 2/94) in its objective to “ensure the IT developments are linked and integrated with the wider aims and implementation of the Joint Funding Council's Libraries Review” and in the objective of close liaison with JISC on developments and policy issues arising from the programme.  



FIGIT's Strategy for Organising the eLib Programme 



FIGIT's strategy for organising the eLib programme had a number of distinct characteristics: 



1. 	On the basis of their assessment of the current state of development of telematics usage in HE, FIGIT chose to emphasise learning, mobilisation and catalytic effects by drawing a large number of organisations and range of actors into the programme through seeking to fund a wide range of relatively small scale collaborative projects.  (This approach was in pointed contrast to the focus of the US Digital Libraries Programme on a small number of large projects.) 



2. 	FIGIT’s approach to developing its strategy was both directive and consultative.  It was directive in:



	-	setting out a clear and comprehensive framework for expressions of interest,



	-	adhering at the outset to Follett’s definition of areas requiring to be addressed, 	and



	-	steering the reshaping of first call proposals, and in some cases consortia, 	towards close fit with programme objectives.



	At every stage FIGIT was also engaged in consultation with its HE and library communities.  This led to a programme which could be characterised as reflexive, albeit within a firm framework of clear, overall objectives.  It included a responsiveness that could be observed in FIGIT’s capacity to learn and evolve programme content in response to project proposals, external developments, and emerging issues�.  A further aspect of FIGIT’s approach in this respect is seen in its use of expert advice and research based on studies of key issues that impact on projects or future programme activity.



3.	While the Follett report was concerned with library provision, FIGIT in addressing the issue of the provision of electronic information was (inevitably) led beyond ICT (Information and Communication Technologies) in the library to considerations of uses of ICT directly in scholarly practice and in teaching and learning.  This, in effect, resulted particularly in the areas of Electronic Journals and Pre-Prints, in projects which were not addressing new ways of performing old functions but in the development of new modes of action.

�

4.	Programme Objectives



Follett



FIGIT's formal remit was to implement the IT recommendations of the Follett Report and to do this through the funding and management of a coherent libraries initiative.  The specific needs identified by Follett are summarised below.



1.	Copyright



The report discussed at length the difficulties surrounding copyright in electronic information environments.  It argued that dialogue and the creation of mutual trust between the HE sector and publishers were necessary preconditions to the generation of workable mechanisms for electronic information services.  It recommended the funding of a pilot project involving a small number of HE institutions and publishers who would produce a model agreement developed from a practical demonstration of an electronic storage, delivery and information management system.  



2.	Standards



Follett identified the problem of the growth of heterogeneous and often incompatible systems for information access and retrieval.  The development of international standards had been proceeding with little input for the UK HEIs and the Review Group recommended that JISC should monitor these standards and also fund a demonstrator project employing interoperable systems across different computer based media, networks and systems.  



3.	Electronic Document and Article Delivery



Follett's recommendations included the establishment of both subject and metropolitan based services comprising a variety of partnership models such as, for example, publishers and learned societies.  This initiative would also have to address the need for supporting hardware and software and be able capitalise upon developments such as Super JANET.  



4.	Electronic Storage of Books and Journals (Digitisation)



The report argued for a limited number of large scale demonstration projects in this area which would digitise out-of-copyright journals.  Follow up work was envisaged for distribution of this material across HE institutions and for the evaluation of out comes.



5.	Electronic Journals



Areas 1 - 4 were concerned with bringing library practice up to date with current developments in IT.  Electronic Journals, however, were seen as supporting new developments in academic practice and potentially a more radical innovation.  The report argued that their status, credibility and their likely threat to conventional publishing should be explored through the funding of a limited number of Electronic Journal development projects.  

�

6.	On Demand Publishing and the Electronic Book



More so than EJs, the fully electronic book or academic monograph was regarded as a prospective development.  However, the report saw considerable potential in the creation of networked access to and on demand publishing of learning materials or texts - particularly those held in multiple copies and also collated documents that could be flexibly used or customised by readers.  It recommended the funding of demonstrator 'on demand' projects mounted at one or more host universities which would also develop appropriate copyright payments systems.  



7.	Awareness and Training



Follett argued strongly for the need for a full national training programme for librarians.  The mechanism suggested was (implicitly) a resource based programme concerned with developing training materials to support network use by librarians and, in turn, library users, plus pilot projects aimed at increasing shared use of training resources.  In addition, the programme would provide in-service courses directly, identify training and continuing education needs of librarians and, more generally, promote the use of network resources.



8.	Navigational Tools (Access to Network Resources)



Follett noted the proliferation of software tools and net applications that had been developed for network search and retrieval had proceeded largely on a voluntaristic basis and argued for a more systematic approach and recommended funding of a limited number of top level navigation tools to encourage the growth of local subject based tools and information servers.  



9.	Networking



In order to take full advantage of external network services, HEIs need to have high performance internal networks and access in due course, to SuperJANET.  Follett saw this as an important internal matter for HEIs and recommended that institutions should be required to review and detail their network plans and submit these as part of the Information Strategy reports to the Funding Councils (as recommended elsewhere in the report).  



10.	Databases and Datasets and Catalogues



Follett identified a lack of coherence and integration across faculty, publishers, booksellers in reading list and associated bibliographic materials required by students and the report recommended the funding of demonstrator projects which would develop systems for the integration of such material and demonstrate their advantages.



Also addressed under this area was the possible need for the establishment of a Humanities Datacentre and the report recommended further analysis of these issues should be undertaken by JISC.  Follett also recommended that JISC should fund the development of the CURL bibliographic data base as a national OPAC service.  

�

11.	Retrospective Conversion of Catalogues



Follett suggested that retroconversion issues required further study and recommended that UKOLN should be commissioned by the funding councils to carry out this.  



12.	Library Management Systems



The report dealt with a number of issues concerned with the overall management of libraries within, and, in relation to their institutions.  The report specifically addressed the need for better library automation systems and greater articulation between library management and new forms of teaching and learning.  In particular, the report noted the work of the TLTP initiative and recommended that this and similar programmes should consider the developing library role of IT based teaching and learning services.  As regards Management Information Systems (MIS), the report recommended that JISC should fund an exploratory study on MIS specification and development.  



13.	General Tasks



Two general themes underpinned the reports discussion of IT and Library provision.



Firstly, the need for deploying new developments which could help increase physical storage space and increase efficiency, speed and flexibility of document access and delivery.  



Secondly, the need for better integration at all levels:



-	at the hardware and software levels to increase interoperability, efficiency and usability.



-	at the level of the library information management strategy to integrate library provision within a coherent institutional approach to management, and teaching and learning.



-	at the level of the whole institution.  Follett argued strongly that meeting the needs of libraries with respect to IT would be best achieved through greater collaboration and sharing of resources across whole institutions.  



eLib



The programme initially developed by FIGIT following the Follett report, was essentially a practical specification, modelled entirely within the framework set out by Follett.  Areas 3-8 became specific programme lines, and the remaining areas were either addressed directly elsewhere by JISC where suggested by Follett, or were included in an additional programme line as 'Supporting Studies'.  Essentially, FIGIT's specification for the programme differed little from the Follett report in terms of its policies.  Its approach to the programme offered a clarification and to some degree an extension of Follett but, broadly, it began as practical realisation of a set of prespecified targeted actions.



There were a few minor shifts of emphasis and a few omissions or additions within the programme specification set out by FIGIT in its statement of the programme and invitation for expressions of interest (Circular 4/94).  Notably:



-  	No pilot project exclusively focused on copyright issues was funded.  Instead FIGIT chose to tackle copyright management issues broadly across projects and proposers in relevant programme areas were encouraged to involve publishers.



-	Similarly, no demonstrator project on Standards was explicitly commissioned and proposers were asked to address this issue within projects where appropriate (e.g. MODELS).   FIGIT also produced a Standards document.



-	Although expressly invited, in the event, no subject based EDD project was funded.



-	Follett's recommendation that JISC should fund a bibliographic integration project was explored through commissioning a study by Aston University.  Subsequently, it was felt that market developments were proceeding along this line and required no specific intervention through JISC.  



-	Similarly, the issue of Library Management Systems was thought best addressed by commercial sponsors.  



FIGIT Elaborations



FIGIT also elaborated on Follett in a number of particulars:



a)	Consortia Reach



Follett's message of greater sharing and co-operation across institutions is implicit in the organisation of the programme and the nature of the consortia structures.  However, it was not explicitly addressed by FIGIT in terms of evaluation criteria for successful bids, although organisational coverage and reach was to be an important factor in some programme negotiations�.  



b)	Electronic Journals



Extensions to the ideas embedded in the Follett report were made to Electronic Journals where FIGIT adopted a research, as well as project based approach - for example, including the request for studies on Peer Review and inviting projects dealing with informal communication and pre-prints.  Few proposals were received that specifically dealt with these issues in the first round of funding and both areas were specifically targeted in the second call for proposals under the new programme strands as Quality Assurance and Pre-prints.



c)	Imaging



Imaging was mentioned only in passing by Follett under EDD recommendations but not initially targeted by Follett as a programme line.  FIGIT received a number of imaging based proposals in response to its initial tender for expressions of interest.  In the event, the committee decided not to discard these but to commission a scoping study and on the basis of this study funded imaging projects as a new programme line in Phase II of the programme.  



d)	Short Loans



The Follett report identified the potential benefits of on demand publishing particularly of course materials and texts held in multiple copies.  However, it did not specifically recommend electronic access and delivery mechanisms for high demand material in short loan collections.  By inserting this area into the second phase of the programme, FIGIT both addressed a gap and implicitly recognised that replacing short loan collections is fundamental to effective on demand services.  



e)	Digitisation



The initial programme structure included a digitisation strand as advocated by Follett.  In part because of the paucity of proposals received in this area and in part because of growing recognition of the need to address aspects of electronic storage and delivery by more centralised means, FIGIT is now about to establish a digitisation centre.  



Policy Evolution



FIGIT's relatively limited initial modifications to Follett specification seem to illustrate its earlier construction as a committee prescribed by the Follett remit.  Throughout the subsequent changes and elaborations to the programme, the committee has extended its agency, its learning curve and expertise.  As a result, the committee has evolved a series of proactive norms for the management of the programme which emphasise project management, evaluation, publicity and exit strategies.  The evolution of FIGIT policy is represented in the changing discourse of its statements of aims and objectives.  Thus in the first statement set out in Circulars 2/94 and 4/94 (Annex insert) FIGIT's specific objectives (as well as its overall aims as stated earlier) are explicitly tied to the Follett specification and are essentially procedural.  Thus in its programme and project development objectives, FIGIT defines its role as integrating IT developments with the wider aims of Follett.  These can be summarised as:



-	realising a coherent programme of development and piloting that takes account of international developments to ensure full implementation of the recommendations; 



-	devising various strategies for programme management that include evaluation of project proposals, allocation of funds and financial control mechanisms and the development of operational services by projects and programme promotion; 



-	an advisory relationship with the JISC and other relevant bodies associated with the Follett Review; and 



-	consultation with HEIs.



By 1995, there are clear shifts of emphasis if not policy, in FIGIT discussions and written statements of aims and objectives.  The eLib programme's rationale and objectives were discussed at the FIGIT January 1995 committee meeting.  In this discussion and associated documentation, FIGIT's overall objective is said to be: "to stimulate change within the information chain..."  And sub-objectives include: 



- 	making a significant impact on the delivery of information in HE; 



- 	ensuring that HEIs are adequately prepared to take advantage of developments in ICT and as a result secure cost effective library services; 



- 	intervening to secure early development of cost effective electronic library and digital information services and migration of experimental to operational services; 



- 	explore different models of the position of the scholarly community in the ownership of electronic copyright through practical experimentation and dialogue; 



- 	producing practical IT solutions to library problems which can be scaled up; 



-	promote change in the publication of journals through encouraging new methods of networked scholarly publishing; and 



- 	encouragement of collaboration and partnership.  



These statements are general but support notions of proactivity, practicality, experimentation, agency and facilitation as well as being an extension FIGIT's earlier stated 'managed and collaborative approach' (Circular 4/94).  In this respect, FIGIT now sees its role as a broad one of change agent in the HE sector through the diffusion of innovatory developments in ICT.  This is reflected in the description of the eLib programme contained in the 1996 edition of the programme information pack which states:



ÒThe main aim of the eLib programme, through its projects, is to engage the Higher Education community in developing and shaping the implementation of the electronic libraryÓ (Electronic Libraries Programme - Edition 3).



Its chief sub-aims remain:



(a)	operational - in terms of developing the organisation and delivery of library services based on electronic systems, and 



(b)	cultural - in terms of shifts in attitudes and skills among librarians and their user communities.  



In this sense, the programme is moving towards the electronic library (though with an expectation that only some components of the concept are relevant and feasible in the foreseeable future).  

�

5.	Programme Content



General



As the summary tables (below) show, there is no doubt that the areas identified for action by Follett have been formally covered by the commissioned projects.  One could go as far as to say that there are no significant areas mentioned or implied by the Follett report, or indeed in the wider literature, uncovered by some HEFC library related initiative.  The following table is offered by way of demonstrating this statement.  In terms of policy mapping, then, our attention focuses on how this formal coverage is composed in practice, what could be further improved and what needs to be addressed next.  In this and the following section, we comment overall, and by area, on how Follett's main objectives are being achieved, how appropriate is the chosen mechanism, what could be improved and what is the scope for future action.  



Summary Table I: Mapping of Objectives by Area and Project Activities





Policy Objective

�

Where Addressed�

How Addressed��

Copyright



Demonstrate practically how material can be electronically managed while protecting legitimate copyright interest by setting up a collaborative pilot involving a small number of HEIs and publishers.



�





All programme lines�





No single project of type recommended in Follett Report. Copyright issues highly salient to many projects across the programme particularly in ODP and Electronic Short Loan. ERCOMS project is specifically targeting copyright management system but with no publisher involvement. Publishers are involved locally in a number of projects.��

Standards



Monitoring of standards.  Support for a demonstrator project.

�





All programme lines�





Monitoring addressed in scoping work.  No specific project but work being done in various projects e.g. ROADS, MODELS.

��

Electronic Document and Article Delivery



Establish subject and metropolitan EDD services with partnerships including for example learned societies and publishers, and which address system tools requirements.

�







Electronic Document Delivery and Images

�







No subject based EDD project, but a number of projects with a range of spatial distributions. Technical requirements also addressed broadly in programme.

��

�Summary Table I: Mapping of Objectives by Area and Project Activities (continued)





Policy Objective

�

Where Addressed�

How Addressed��

Electronic Storage of Books and Journals



Demonstrate the value of digitising out of copyright books and journals.

�







Digitisation�







Two projects both digitising journals.  No project specifically digitising books.  However, National Digitisation Centre about to be funded.

��

Electronic Journals



Elevate status and acceptability of electronic journals and prepare the ground for multi media communication.





�





Electronic Journals, Pre-prints and Quality Assurance







�





This area cover both substantive journal services and generic system architectures.  Arguably activities now extend original policy conceptions in moving towards changes in academic practice and modes of knowledge production. In addition to ESPERE project, peer review under consideration more broadly in these programme lines.

��

On Demand Publishing and the Electronic Book



Digitisation and delivery on demand of high request course texts and materials that can be customised. Address licensing, access control systems and copyright and payments issues. The electronic book was raised as a longer term prospect.

�







ODP and Electronic Short Loan�







Many projects in these areas attempting to address all of the policy objectives.  More attention being given to non copyright materials due to particular difficulties in securing agreements and in  ability to demonstrate effective data security and control procedures.

��

Awareness and Training



National networked training programme for academic library staff including:

- inservice training in networked information use including network training workshops for groups of users�



Awareness and Training

�



Programme line covers policy objectives.  Links have developed between some projects e.g. Netskills and EduLib for support resources and to some degree training activity. The nationally networked training programme remains ‘embryonic’ but will be addressed by new JISC Committee.��- production of training materials to support the teaching of users

- collaborative projects to encourage shared use of training resources

��Continuing professional development needs being explored particularly by EduLib and Impel II. We are not aware of any specific efforts on the issue of initial training.��

�Summary Table I: Mapping of Objectives by Area and Project Activities (continued)





Policy Objective

�

Where Addressed�

How Addressed��

Awareness and Training (continued)



- liaison to identify initial and continuing education needs of library staff

- promotions and publicity.

 �







�





��

Navigational Tools



Systemisation through the development of navigational tools to encourage the growth of local subject based tools and information servers.

�





Access to Network Resources�





Programme line covers both meta projects (ROADS) - which support subject based servers and work towards systemisation of network navigational systems- and subject based servers.

��

Networking



Support a review of local area networks by HEIs by funding a study to assess the cost implications for institutions.

�





Addressed by JISC elsewhere�

��

Data Bases, Data Set and Catalogues



Investigate feasibility of establishing Arts and Humanities Data centre.

Further development of CURL and conversion to an OPAC.

Examine possible need for a national retrospective catalogue conversion programme

Demonstration project showing advantages of integrated bibliographic data bases.

�







Addressed by JISC elsewhere�







Work on CURL proceeding under JISC.





Scoping study examined bibliographic integration and it was felt that market developments would address this without the need for further funding.��

Library Management Systems



Explore the development of a MIS specification and encourage strategic thinking on overall library information management integration.

�





Addressed by JISC elsewhere�





Library Management systems felt best addressed by commercial developments. HEFCE requires HEIs to have institutional information strategies.��

�Summary Table II: Areas and Constituent Projects 



PROGRAMME AREAS�CONSTITUENT PROJECTS��Access to Network Resources

�- ADAM: Art, Design, Architecture & Media information gateway

- Biz/ed: Business Education on the Internet *

- CAIN: Conflict Archive on the Internet

- CATRIONA II: Approaches to University Management of Electronic Resources *

- EEVL: Edinburgh Engineering Virtual Library

- IHR-Info

- OMNI: Organising Medical Networked Information

- ROADS: Resource Organisation And Discovery in Subject-based services

- RUDI: Resource for Urban Design Information *

- SOSIG: Social Science Information Gateway

��Digitisation�

�- Internet Library of Early Journals

- DIAD: Digitisation in Art and Design

��Electronic Document Delivery

�- EDDIS: Electronic Document Delivery -The Integrated Solution

- SEREN: Sharing of Educational Resources in an Electronic Network in Wales

- JEDDS: Joint Electronic Document Delivery Software Project

- LAMDA: Electronic Document Delivery in London and Manchester

- InfoBike

��Electronic Journals

�- CLIC: A parallel electronic version of ÒChemical CommunicationsÓ

- Internet Archaeology: an international electronic journal for archaeology

- PPT: Parallel Publishing for Transactions

- The SuperJournal project

- The Electronic Stacks: A Logic Community, Journal and Dictionary on the Net

- Electronic Seminars in History

- Electronic Reviews in History

- DeLiberations: An interactive magazine on teaching and learning in HE

- NewsAgent: a personalised current awareness service for library and information staff *

- JILT: The Journal of Information, Law and Technology

- An open journal framework: The integration of electronic journals with networked information resources

- Sociological Research Online

- Learned Societies Support Service

���Summary Table of Areas and Constituent Projects (continued)



PROGRAMME AREAS�CONSTITUENT PROJECTS��Electronic Short Loan

(new programme area)�- ACORN: Access to COurse Readings via Networks *

- ERCOMS: Electronic Reserve Copyright Management System*

- PATRON: Performing Arts Teaching Resources Online *

- QUIPS: Quick Information for Part-time Students *

- ResIDe: Electronic reserve for UK Universities *

��Images

(new programme area)

�- DIGIMAP: National on-line Access to Ordinance Survey Digital Map Data *

- HELIX: Higher Education Library for Image eXchange *

- MIDRIB: Medical Images: Digitised Reference Information Bank *

��On Demand Publishing

�- EON: Inter-Institutional Networking of Learning Materials

- Project Phoenix: On Demand Publishing in the Electronic Libraries Programme

- EDBANK *

- Only Connect: On Demand Publishing in the Humanities

- SCOPE: Scottish On Demand Publishing Enterprise

- ERIMS: Electronic Readings in Management Studies

- EUROTEXT: A Collaborative Resource Bank of Learning Materials on Europe

��Pre-Prints

(new programme area)

�- CogPrints: The Cognitive Sciences Eprint Archive *

- EOn: EducatiOn-Line *

- Formations: preprint data base in cultural policy, media studies and performance theory *

- WoPEc: Working Papers in Economics *

��Supporting Studies

�- MODELS: MOving to Distributed Environments for Library Services

- IMPEL2: Impact on People of Electronic Libraries

- FIDDO: Focused Investigation of Document Delivery Options

��Training and Awareness

�- EduLib: Educational Development for Higher Education Library Staff

- Netskills: Network Skills Training for Users of the Electronic Library

- NetLinkS: Networked Learner Support

- Ariadne: A monthly newsletter in parallel print and electronic form

- TAPin: Training and Awareness Programme in networks

- SKIP: SKills for new Information Professionals *

- CINE: Cartoon Images for Network Education *

��

* new projects in 1996 largely from the Second Call for proposals

�

At this point in the discussion of eLib policy and practice, we wish to signal a shift in tone from factual description and related analysis to a more speculative description of the programme based upon the interweaving of empirical evidence and opinion of developments informed by our extensive - albeit still limited - knowledge of the projects.  We take it as demonstrated that eLib has, to date, addressed its policy expectations with respect to the Follett Report remit.  In what follows then, we offer judgements and suggestions that FIGIT may wish to consider as it moves into the final phases of the programme and any post programme future.



The Projects Overall



Project partnerships/consortia consist mainly of librarians or academics.  The degree and extent to which they include senior university managers (for example, in the person of the university librarian who is also on senior university policy and planning committees) is variable.  In our view, this consortium structure supports networking across institutions regarding information services, but it also appears that some projects will be limited in their ability to exercise leverage upon their own institutions.  While integration at the level of the individual HEI was not an explicit requirement made of projects by FIGIT at the outset, it has emerged as an issue which will require attention in the future:



FIGIT has attempted to achieve coherence at the meta level, but there is limited evidence from our work with projects that, at the micro level of their own institutions, they are seeking to integrate their work within wider Follett objectives or that they are directly feeding into the information strategy development required by HEFC, including changing learning strategies, management strategies and meeting performance indicator targets.  (An additional related difficulty here is that project teams are insufficiently balanced - i.e. there is rarely a full mix of expertise (systems and interface development, management, librarian and academic) nor representation of the perspectives of all key groups.)  This can be most clearly seen in the weaknesses of most projects exit strategies at this stage (although we understand that this issue will be targeted in the next 12 months).  However it is difficult to see how FIGIT could have been expected to pursue the wider vision expressed within the Follett report - particularly as regards integration and co-operation - given the procedural sequestration of the programme into implementing the Chapter 7 recommendations.  Further, these weaknesses may in part be simply a function of project size.  Many projects are (for good reasons) too small, too brief, and have too few staff to be able to address the full set of change issues implied by their work or to be able to secure deeper institutional commitment. 



One additional concern is the question of the proliferation of areas - some of which are technologically and functionally the same under the skin.  This possibly simply reflects a funding convenience.  However, FIGIT is also concerned to improve co-ordination and programme coherence and presentation and is likely to consider, for example, larger groupings.  



�The Areas



In each area we lay out, in the form of a summary table, a description of area projects indicating objectives, actual content, and (realistically) expected results based on the best information available to us at the time of writing�.  In some cases we also offer an opinion based on our interpretation of the available evidence and our extensive contacts with the projects� 



Electronic Journals



PROJECT DESCRIPTIONS�OBJECTIVES�CONTENT�EXPECTED RESULTS��CLIC: A parallel electronic version of ÒChemical CommunicationsÓ

�Development of standards, increased interactivity and integration in the construction and diffusion of chemical sciences knowledge through advanced electronic communication.

�Web based delivery of journal incorporating innovative representation of 3 D data e.g. “hyperactive” molecular figures plus associated training materials.�Established electronic form of refereed journal.



��Internet Archaeology: an international electronic journal for archaeology

�Establish  new journal - fully electronic in publication and refereeing processes with defined access and navigation.  Effect change in disciplinary practice. Process evaluation.

�Inclusion of complex and primary archaeological data.�Publication of second issue of Journal.



��PPT: Parallel Publishing for Transactions

�Electronic version of established journal . Maintain textual and diagrammatic fidelity but with additional cross referencing and archive capability.  Develop electronic communication facility within its academic constituencies.

�Published by Royal Geographical Society relying on limited human resources for its production.  Project focus upon R&D necessary to produce in electronic format at low cost.�Piloted working journal.



��The SuperJournal project

�Explore conditions for successful multi media electronic journals. Develop clusters of journals in diverse disciplines. Develop a model for HE community.

�Large scale and broad consortium of publishers, academics and learned societies.  Focus is upon enhancing usability and value to users and realising change in academic, library and publisher practice.�Set up the infrastructure for electronic journal publishing for the future.��The Electronic Stacks: A Logic Community, Journal and Dictionary on the Net

�Establish an evolving electronic dictionary of Logic which will support the development of an interactive electronic community. Improve user access. 

�Builds on existing academic electronic network.  Focus upon development of software tools and infrastructure to realise interaction which is self managed by Logic community.�Evolving electronic Logic dictionary.���Electronic Journals (continued)



PROJECT DESCRIPTIONS�OBJECTIVES�CONTENT�EXPECTED RESULTS��Electronic Seminars in History

�Increase electronic communication using current and commonly available technical facilities to support academic historians and PG students. Build archive of seminar material.�Set up electronic seminars delivered through subscription to email account.  Also available through IHR-INFO project server.�Up to 50 electronic seminars set up with 20 subscribers and reaching 90% of history departments.  



Comments: Target usage aims would seem ambitious for 2yr project. 

��Electronic Reviews in History

�Similar to above but electronic book reviews.

�Substantive area is book reviews otherwise similar to above.�20 reviews per year reaching 1000 subscribers.

��DeLiberations: An interactive magazine on teaching and learning in HE

�Establish new interactive electronic magazine to support dialogue and innovation in HE teaching and learning among academics, computing staff, educational developers and librarians. Supported by user training.�Engaging with pedagogic, course design and delivery issues in the context of changing patterns of teaching, learning and library support in HE.  Extends network and links to both other relevant programmes and publications and across previously disparate professional/academic communities.

�Widely subscribed working magazine.��NewsAgent: a personalised current awareness service for library and information staff *

�News and current awareness electronic service  for library staff targeted to individual user defined interests and designed to reduce user overload. Combine broad range of content, document description from diverse sources including referred journals. Close liaison with publishers to refine user need and options.

�User centred system development to incorporate innovative facilities for search and retrieval, copyright management and billing.  �Sustainable demonstration of innovative form of knowledge dissemination.��JILT: The Journal of Information, Law and Technology

�Creation of an “electronic journal environment” for law incorporating linkages and multi media features. Aims to increase interactivity between authors, readers and editors and extend model in collaboration with publishers across legal subject area.

�Referred journal articles plus salient legal information supporting increased communication within law community.�Working journal with possibility for extension of model broadly across legal publishing.���

Electronic Journals (continued)



PROJECT DESCRIPTIONS�OBJECTIVES�CONTENT�EXPECTED RESULTS��Sociological Research Online

�New electronic referred journal aiming to support publication of high quality articles previously located in conventional journals. Aims to offer open access via web and to become self funding.

�Conventional sociological content.  Could include multi media and extended data sources.�Established regular electronic journal.��Learned Societies Support Service�Support learned societies in developing electronic publishing and networked exchange within their communities.�Focus initially on two journals to establish parameters for production, editing and charging and then moving to recruit further societies to adopt model.�Tested systems in use by a British Psychological Society, society for Endocrinology and a small number of additional learned societies.

��

Additional Comment: As can be seen from the summary table, the EJ area contains a rich variety of approaches and strategies:  from electronic text to full multi-media;  from broadcast to communication;  from systems development to action research.  Not all projects, however, have a disciplinary strategy with a concentration on multi-media, that is, on exploiting EJs as a new medium of scholarly exchange.  In many cases such limitations are a function of scale and staffing.  What exists is a firm basis for scaling up or launching new initiatives based on the experience of the present projects: perhaps some flagship disciplinary initiatives consisting of full journal environments linked to an ANR gate, digitised resources, and union catalogues.  (Social Science and History spring to mind, but also Chemistry and Medicine which raise the issue of piggy backing on established commercial services).  



There is considerable naiveté in many of the EJ project teams about quite basic questions, such as to who buys (pays for) journals and why, the real costs of the editorial and marketing process, and design and prototyping methodologies.  In our opinion, for their efforts to rise above ad hoc, if inspired, experimentation such projects need to be exposed to good practice models in other projects, strong steering, and evaluation plans which require structure in project activities.  

�

Pre-prints



PROJECT DESCRIPTIONS�OBJECTIVES�CONTENT�EXPECTED RESULTS��CogPrints: The Cognitive Sciences Eprint Archive�Apply Los Alamos Physics e print model to multi disciplinary field of Cognitive Science. Advance scholarly communication and practice.�Centrally held openly accessible WWW server containing data base of pre-prints lodged by authors.  Service will support free exchange and feedback and offer material ranging from early drafts to articles awaiting journal publication.

�Reach ‘critical mass’ of contributors and readers.



Comments: Collaborating with Los Alamos service.��EOn: EducatiOn-Line�Establish an indexed data base of grey and pre-print literature in Education and training which supports an electronic forum for discussion and informal peer review.�Set up data base system and publicity mechanisms to secure submissions. System will be extended to include work of other related research groups.�Service launched by early 1997.



Comments: Joint British Educational Research Association and British Education Index initiative.

��Formations: pre-print data base in cultural policy, media studies and performance theory�Set up WWW service offering draft to near journal  material plus published journal articles currently being debated.  Copyright controls for near journal material with on-line editorial and peer review panels.

�Focus upon both the development of the model and evaluative research.�Working prototype.��WoPEc: Working Papers in Economics�Information service on Economics pre-prints. Aims to pull together onto a server material located elsewhere on the web as well as secure pre-prints directly from departments and individuals. Explore peer review  processes.�WWW search engine (ROADS software will be tried) will establish initial metadata base then extended with material from HE departments.  Project will build on WoPEc prototype already established.

�Scaled up existing system with additional peer reviewing element.��

Additional Comment:  We fail to see the logic of not including pre-prints within electronic journals (other than the usual, reasonable, arbitrary ones).  Certainly, one key issue for pre-prints is their role and integration within the whole journal production process.  

�

Quality Assurance



PROJECT DESCRIPTIONS�OBJECTIVES�CONTENT�EXPECTED RESULTS��ESPERE: Electronic Submission & Peer Quality Review Project�Investigate technological and cultural readiness for electronic peer review of articles submitted to UK learned Society publishers. Develop  and implement best fit system (initially in Biomedical area).  Evaluate impacts and implications.�Initial technical focus on problems associated with email transmission of non textual material incorporated in scientific articles. Also investigate the potential for central systems in institutions to convert authors files to PDF.

�Comprehensive problem definition and possibility of demonstrating ‘proof of concept’.��

Access to Network Resources



PROJECT DESCRIPTIONS�OBJECTIVES�CONTENT�EXPECTED RESULTS��ADAM: Art, Design, Architecture & Media information gateway

�Development of subject based information server aimed at in developing user access and linkages. Analysis of standards for resource description and indexing.

�In addition to development of information gateway supplying wide range of documents and resource linkages, focus  upon dissemination, training and user needs.

�Working server with expanding user constituency.��Biz/ed: Business Education on the Internet 

�Deployment of ROADS system to provide broad range of subject based documentation with facility for user resource contribution.

�Develop existing and new on line data sets.  Support development of intranets and facilities for open and collaborative learning.

�Working information server with enhanced sharing of resources across institutions.��CAIN: Conflict Archive on the Internet

�Development of multi media data sets on conflict studies for use in teaching and learning.  Develop model for HE electronic publishing in this and related areas.

�Initial focus upon cohering resources of partner institutions.  Substantive content mainly Northern Ireland conflict.�Working subject based server.��CATRIONA II: Approaches to University Management of Electronic Resources 

�Develop prospects for Scottish universities to create and manage institutional and departmental electronic resources for both internal and external purposes.

�Investigative project focusing upon organisational issues to inform policy and strategy for development of institutional electronic infrastructure.

�Overview of developments in creation and management of ICT within Scottish Universities.���Access to Network Resources (continued)



PROJECT DESCRIPTIONS�OBJECTIVES�CONTENT�EXPECTED RESULTS��EEVL: Edinburgh Engineering Virtual Library

�Creation of subject based information gateway serving HE and research community in field of Engineering.  Collaboration with similar services elsewhere in the world and link with Engineering professional institutions.

�Selection and classification of current resources and encouragement of creation of new materials.�Operating gateway service.��IHR Info

�Enlargement of earlier Institute of Historical Research Information server.  Increased usage of electronic services by history community.�Web based resources including bulletin board of news and event, IHR publications, plus enhanced web navigational facility with associated on line training. 

�Increased usage of system and large resource base accessed.��OMNI: Organising Medical Networked Information�Cohere and organise diverse medical information provided on Internet to offer gateway server.

�Focus upon service delivery which is user friendly and also dissemination and training.

�Operating gateway service.��ROADS: Resource Organisation And Discovery in Subject based services

�Design and implementation  of tools to support user orientated resource discovery and access system. Aims to increase transparency and to test emerging standards to provide common platform for searching across multiple subject based services.

�‘Meta’ information server project. Developing software and collaborating with subject based services  to offer advanced information gateway services. �Development work on systems platform completed  plus ongoing work with subject based servers.��RUDI: Resource for Urban Design Information 

�Creation of hypermedia information server in the area of urban design.�Initial emphasis on accruing subject materials.�Small but scaleable service launched by early 1997.��SOSIG: Social Science Information Gateway�Improve accessibility, relevance and quality of social science information on Internet.  Aims also to increase awareness and general usage of  networked information services. Also training programme.�Scanning and incorporation of wide range of social science resources.  Overview of effects of service on HE practice.�Working system

developed with conditions investigated for scaling up.



Comments: working closely with ROADS under same project director. Like other subject based servers may be constrained by shifts in disciplinary/multi disciplinary knowledge production boundaries. 

��

Additional Comment:  ANR probably represents the most stable and coherent element of the programme.  However, there is a need to develop the model.  Just as ROADs spans many projects, there may be a need for a 'super project'.  (We expect that it may be over optimistic to expect that the current reorganisation of NISS and BUBL will adequately address this).  Much of the meta-level R&D issues in resource management and discovery which are being addressed in the US Digital Libraries Programme have no obvious (to us) co-relatives in eLib.  This seems particularly true as regards addressing some of the differences in data sets which will be thrown up by linking with electronic archives.  (But we make these comments without having had an opportunity to familiarise ourselves with the Dublin core and Warwick framework discussions.)



The subject gateway approach to accessing network resources has been largely accepted by eLib without (it appears) substantial debate on alternatives.  While this may indeed be the best way forward, we would have reservations if this model was to be promoted (specifically, funded by JISC) in many more disciplines beyond the lifetime of eLib without a full evaluation of its strengths and limitations and the alternatives.



Digitisation



PROJECT DESCRIPTIONS�OBJECTIVES�CONTENT�EXPECTED RESULTS��Internet Library of Early Journals

�Network access to digitised back runs of out of copyright.�Six 18th and 19th Century  journals covering 20 year runs digitised . focus upon analysing search and display variables and user acceptability in terms of image creation and indexing,

�Demonstration service with implications for scaling up.��DIAD: Digitisation in Art and Design�Creation of digitised CD Rom based resource of key journals in Art and Design with possible extension into network access.  �Focus upon identifying material and copyright holders and negotiation of copyright agreements.�Prototype worked up to demonstration service.



Comments: Final product may be small scale if copyright negotiations not realisable.

��

Additional Comment:  In our view, the setting up a digitisation centre plugs a significant gap in infrastructure.

�

On Demand Publishing



PROJECT DESCRIPTIONS�OBJECTIVES�CONTENT�EXPECTED RESULTS��EON: Inter-Institutional Networking of Learning Materials

�Service providing open learning materials over local networks of participating institutions. Aims to develop appropriate charging and copyright mechanisms and identify institutional conditions required for successful implementation.

�Resources initially from Open Learning foundation and in the areas of Business Studies, Nursing and Health. Intends to extend reach to include material from commercial publishers and broaden  topic areas.

�A working demonstration system.



Comments: Extension of subject materials will depend on successful copyright agreements.

��Project Phoenix: On Demand Publishing in the Electronic Libraries Programme�Development of both pre-packaged and electronic course materials supported by LAN delivery and at  relatively low cost but high scalability. Develop modal copyright agreements with publishers.

�Focus on humanities course materials.  Review and mobilisation  of appropriate production software and standards for delivery.�Working demonstrator capable of being applied more widely.



Comments: Copyright as above.��EDBANK�Identification of best methods for creating and running  a data base of digitised teaching materials accessible to off campus students.�A large set of the Open University’s own materials will be electronically packaged including  multi media resources, primarily in the area of Initial Teacher Training.  Aims also to include other commercial publishers.

�Operating data base.��SCOPE: Scottish Collaborative On Demand Publishing Enterprise

�Creation of course packs for students printable on demand and eventually all electronically networked to allow customisation. Service aims to include most Scottish universities and link also to online catalogues.�Preparation of course packs of recommended readings incorporating diverse materials including copyrighted texts.  Aims to establish  model copyright agreements with publishers and authors.�Course packs available in a range of subjects.



Comments: Extension and self sustainablity of project will relate to success in copyright negotiations and degree of subsidy to keep cost to students at an affordable level.

��ERIMS: Electronic Readings in Management Studies�Establish data base of electronic readings and reading lists in Management studies incorporating texts and materials licensed under copyright agreements and managed by user authorisation and copyright tracking systems.

�Initial emphasis on MBA level texts identified and shared among four institutional business schools. Delivered using current tested technology. Project includes 7 commercial publishers.�Demonstrator system.



Comments: Copyright issues.���Additional Comment:  The level of publisher involvement in the ODP area might be seen as a little disappointing although not unexpected.  Certainly projects are making sterling efforts to address or work around publisher-imposed copyright restrictions.  Although electronic publishing certainly encourages a hybrid academic/commercial publishing industry, it is unlikely that new small scale HE based initiatives will achieve the critical mass and integration required in the longer term.  Consequently, as the commercial publishers are likely to be the lead players in the longer term it would have been advantageous to involve them more centrally in these pump priming activities.  



More generally, it seems to us that what is being offered by the ODP projects is not real services but rather experimental services/scoping studies.  If accepted as this, that is wholly appropriate, but, if not, there is bound to be disappointment.  ODP continues to need more work on integration with teaching strategies and library reorganisation, and with publisher supply strategies.



Electronic Short Loan Collections



PROJECT DESCRIPTIONS�OBJECTIVES�CONTENT�EXPECTED RESULTS��ACORN: Access to COurse Readings via Networks�Development of transferable model  of course readings provision. Aims also to offer quick copyright clearance and royalties payments managed by ‘third party’ commercial agents.�Commercial agents will be charged with digitising texts and consulting publishers.  On  line system with linked catalogues, reading lists and course texts developed. overall cost benefit analysis.�Demonstrator system in operation.



Comments: Project is exploring third party rights management, and thus extendability of short loan collection on line.

��ERCOMS: Electronic Reserve Copyright Management System�Produce a generic, transferable copyright management system from among the current licensing and usage based models.�Copyright management system together with a tracking system for reserve collections will be installed to offer automated system.�Prototype testing.



Comments: Builds on earlier work of ELINOR project and current work of PHOENIX.

��PATRON: Performing Arts Teaching Resources Online�Development of integrated multi media electronic system for delivery of  audio, video and text.�Cohering high demand materials in diverse media to provide users with integrated viewing, listening and reading facility accessed through networked lists. Pursue issue of copyright and licensing requirements.�Prototype testing.



Comments: Project will also explore implications of electronic system for teaching and learning in integrated multi media context.

���Electronic Short Loan Collections (continued)



PROJECT DESCRIPTIONS�OBJECTIVES�CONTENT�EXPECTED RESULTS��QUIPS: Quick Information for Part-time Students�Provide 24 hour access to online data base of course reading lists, readings and catalogues with possibility for direct lecturer input into data base.�System developing in three geographically linked HE sites. Builds on work of eLib ‘On Demand’ Project.�Small scale working demonstrator system. 



Comments: Investigating longer term potential of open system of access but recognises likely shorter term publisher resistance.

��ResIDe: Electronic reserve for UK Universities�Development of cost effective, replicable, sustainable and scaleable e reserve system with collection and copyright management systems.�ResIDe system uses internal Netscape server and underlying relational data base to access and control diverse data sets. Developments initially focused on one university faculty (Built Environment) with multi site libraries.

�Scaleable demonstrator system.



Comments: Builds on the ResIDe system developed in earlier DevR project.��

Additional Comment: How electronic short loan collections differ functionally and technically from ODP is not entirely clear to us.  We wonder whether the model here is too driven by existing patterns of provision.  There is a need to look at not just what is being replaced, not just on what is being done, but on the emerging model of provision.  



More generally, we can ask whether some of the ODP/Electronic Short Loan initiatives and EDD really make any sense outside Intranets when what the future may hold is national holdings/services?  This leads back to the question of the individual IT strategies of HEIs - if what is required is short term low tech solutions surely they must be real institutional initiatives now.  We have a persistent worry that projects are engaged in experimental services/scoping studies for an implicit set of future scenarios which are already outdated.  

�



Electronic Document Delivery



PROJECT DESCRIPTIONS�OBJECTIVES�CONTENT�EXPECTED RESULTS��EUROTEXT: A Collaborative Resource Bank of Learning Materials on Europe�Digitisation and provision of documentation topic areas relating to the EU. �Mainly official documentation.  focus upon digitisation of large volumes of  official data and text.�Pilot system and CD Rom version tested.  



Comments: European Commission may increasingly put official documentation on  its own web sites.  However this is the only project dealing with official publication and has potential to offer insights into constraints of digitisation in this area. 

��EDDIS: Electronic Document Delivery -The Integrated Solution

�Production of holdings discovery, ordering and electronic supply system driven by end users.  Aims to offer links to other document supply services and range of data bases.  Also Copyright and payments system and accounts procedures.�Initially focused on supplying journal articles but aims to include returnable items - mainly books.�Operational  demonstrator system.��SEREN: Sharing of Educational Resources in an Electronic Network in Wales�Develop system  infrastructure for resource sharing across Welsh HEIs. Aims to deliver requested documents identified by users from searches on project database via email as well as printed text and loaned volumes.

�Main focus upon producing software that supports scanning and transmission of documents as email attachments.�Pilot testing of shared resource system.



Comments: Will test the viability of shared system serving large number of disparate institutions. 

��JEDDS: Joint Electronic Document Delivery�Australia/New Zealand and UK collaborative project to develop MIME based electronic delivery systems for emailing documents, interfaced with document request management systems.

�Software and system development mainly focusing on tools to enhance current document request, viewing, transmission, and printing facilities.�Feasibility studies may lead to full development phase.



���

Electronic Document Delivery (continued)



PROJECT DESCRIPTIONS�OBJECTIVES�CONTENT�EXPECTED RESULTS��LAMDA: Electronic Document Delivery in London and Manchester�Establishment of shared document supply service intended to locate and retrieve requested documents from partner libraries before requesting from BLDSC.�Increasing focus upon developing competitive costings for service. Aims to increase the number of participating libraries.�Self funding service operating.



Comments: Long term viability may depend on cost effectiveness and efficiency compared with national holding of BL. Also explore  coherence of multi site initiative.  

��InfoBike�Provide search and ordering service from bibliographic data bases developed from BIDS. Extend service to include web access to wider range of lists and ordering facilities.�Initial work on functional specification and system design and implementation of software. Development of protocols with publishers to provide subscription and pricing mechanisms.�Extended BIDS type service with WWW interface.



Comments: Will test possibility of cohering and possibly standardising publisher information formats.

��

Additional Comment:  We remain sceptical as to the economic case for the various EDD projects.  Projects’ own forecasts of costs and charges, significantly lower than that of the British Library, are likely to prove somewhat optimistic.  (The strategic case for encouraging competing solutions, remains, as does, more importantly, the catalytic effects on changing library work practices and organisational systems.)  It is important that projects adequately model the cost, demand and price variables so as to produce realistic 'business cases' for continuing services beyond project lifetimes. EDD needs much more strategic action - if there is to be a credible integration project resulting from the current 'basket' of projects.  Strategically, it seems to us that a lot depends on how JISC decides how it wishes to relate to the British Library.  In reality there are probably only a limited number of strategic options, set up joint ventures with BL or set up one or more competing national services (say, one based on networked provision, the other based on a centralised service).

�

Images



PROJECT DESCRIPTIONS�OBJECTIVES�CONTENT�EXPECTED RESULTS��DIGIMAP: National on-line Access to Ordinance Survey Digital Map Data�Identify and evaluate models of access to OS Survey digital map data. Design working prototype supporting work of map librarians as well as end users.�Research and development work to produce and refine working service demonstrator. Focus upon implications for user practices.�Working prototype



Comments:

Extensiveness of system will depend on outcome of JISC negotiations with OS and National Data Centre remit for OS data.

��HELIX: Higher Education Library for Image eXchange�Creation of  image resource bank accessed from three collections in the area of British Social and Political History.�Cooperative development across three partner institutions to digitise and create image banks.  Will use common standards framework and technical systems.�Working system demonstrating ‘proof of concept’.



Comments: Builds on EU ELISE project and informed by De Montford’s Image Data Resource Report to JISC.

��MIDRIB: Medical Images: Digitised Reference Information Bank�Cohere and digitise diverse collections of medical images for electronic service delivery on the web and CD Rom. Addresses issues of data security and ethics.�Creation of a large searchable and indexed archive of images and ancillary material.  Skills training for medical community.�Working system.



Comments: Exploring implications of the system for teaching and learning.

���

Supporting Studies



PROJECT DESCRIPTIONS�OBJECTIVES�CONTENT�EXPECTED RESULTS��MODELS: MOving to Distributed Environments for Library Services�Development of an applications framework for the management of heterogeneous resources and services including discovery, ordering publishing, archiving.

�Focus upon strategic service development, analysis of UK and European developments, raising awareness and dissemination activities.

�Provide library community with realistic and informed blueprints for distributed services.��IMPEL2: Impact on People of Electronic Libraries�Investigate the social, organisational and cultural impact on HE community of developments in ICT.�Four main studies focusing on impacts on: academic staff and students;  libraries with respect to resource based learning;  on HE institutions; and  a fourth study on training being effected under eLib.

�Clearer understanding change processes.��FIDDO: Focused Investigation of Document Delivery Options�Investigate the options, methods and management of document delivery.�Analysis and overview of EDD services currently being developed.  Support and advice service offered on Internet with additional workshop provision.

�Widely available information on conditions for setting up and maintaining EDD services.��

Training and Awareness



PROJECT DESCRIPTIONS�OBJECTIVES�CONTENT�EXPECTED RESULTS��EduLib: Educational Development for Higher Education Library Staff�Develop a cascade model of training and awareness and establish accredited education programme for library staff.�Working with team of seconded library professionals to train them in network and teaching skills - training the trainers.  Development of training materials and associated workshop activity.�Achieve programme of events and activities as specified in programme plan.



Comments: Emphasis on educational process and longer term staff development.

��Netskills: Network Skills Training for Users of the Electronic Library�Establish  mass training programme for library and academic staff mainly through travelling workshops and on line training modules.�Provision of a range of introductory and specialist short courses and materials. End user evaluation to inform ongoing development of programme.

�Achieve programme of events and activities as specified in programme plan.���Training and Awareness (continued)



PROJECT DESCRIPTIONS�OBJECTIVES�CONTENT�EXPECTED RESULTS��NetLinkS: Networked Learner Support�Development of learner support skills in library staff.�Initial phase of identifying the knowledge and competencies required by library staff, will inform the development of a nationally available electronically mediated professional development programme.

�Achieve programme of events and activities as specified in programme plan.��Ariadne: A monthly newsletter in parallel print and electronic form�A news and information service for library staff published on the web and in print form.�Production of a regular magazine offering up to date reports and information on services, eLib projects and supporting a forum for debate within the community.

�Achieve programme of events and activities as specified in programme plan.��TAPin: Training and Awareness Programme in networks�Investigate and facilitate change in IT cultures in libraries and subject departments.�Develop a ‘tool kit’ for identifying departmental cultures. Offer examples of awareness raising programmes.

�Achieve programme of events and activities as specified in programme plan.��SKIP: SKills for new Information Professionals�Investigate IT skills requirements of library staff.�Diagnosis of required competencies will be used to inform the development of guidelines for library staff professional development.

�Achieve programme of events and activities as specified in programme plan.��CINE: Cartoon Images for Network Education�Provide user friendly and entertaining network skills training using cartoons and schematic representation. �Three animation modules on: text searching, WWW and Z3s9.50 available on web or local networks.

�Achieve programme of events and activities as specified in programme plan.��

Additional Comment:  Now that they have been buttressed by appropriate arrangements for formative evaluation, the T&A projects clearly can make a contribution within their own stated project objectives.  Netskills and Edulib provide useful support for general awareness raising and support for skills acquisition.  However, T&A does suffer from insufficient targeting of user populations and insufficient coherence with project activities.  Furthermore, T&A does not address training and awareness needs in the comprehensive manner intended by Follett (see Section 3).



We therefore repeat our comments made elsewhere that:  



(a)	it may be better in future to arrange such support work by commissioning or call to tender for a specific brief rather than by calling for proposals, and 



(b)	appropriate targeting of groups to attend the courses, and continuous formative evaluation during course delivery will be important if value for money is to be achieved from the current projects.  



Although we recognise the many concertation events which have been held, if there is a coherent set of concertation and dissemination arrangements in hand then this is not apparent to us.  It continues to be desirable that FIGIT establish a clear programme of communication within and beyond the programme through meetings, workshops and events.  However, the current reorganisation of JISC which will include a Human, Cultural and Organisational Issues  Committee (in which the eLib Training and Awareness projects will be located) should provide the strategic support to effect more coherent and cross linked efforts at changing organisational patterns and cultures with respect to ICT.



Related Initiatives:



We note here a number of related initiatives not included in eLib but addressed elsewhere:



Data Services



Included here is the ongoing extension of BIDS and other data services.  Although they are central to the establishment of a national electronic library resource infrastructure, these services (we understand) tend to be based on non standard access methods and outdated proprietary systems.



Archives



Image based electronic archives will be an important eventual part of the electronic library.  Current work continues to necessarily focus on cataloguing and preservation issues.  There will be a need to relate emerging archival catalogue norms to the resource discovery approaches under development and promoted for other categories of electronic information.  



Electronic Books



Although this has been mentioned as a possibly undeveloped area, given its relationship to within HEI purchasing, and teaching and learning strategies (courseware, course packs), it is not evident to us that electronic books requires R&D action or a HE wide strategy at this stage (although we are aware of the existence of views to the contrary).  We note that a large scale, publisher led, European wide initiative in the area of multi-media publishing is ongoing (Info 2000), which may limit the additionality eLib could offer.  



Bibliographic



We note that the CURL bibliographic data base is being developed as a national OPAC service.  



�

6. 	Programme Future



Integration



As noted in the opening section, we only comment here on possible actions which could be considered to be within the remit of JISC/CEI, although these by no means exhaust the possibilities for action on developing the electronic library as a whole. 



The electronic library is an attractive concept but is only likely to be realised as an institutionally pervasive concept. That is, library strategies can not be divorced from the internal organisation, research, and teaching and learning strategies of individual HEIs.  (This could be said to be Follett's central insight as regards IT (see Section 3, above)). 



If integration implies institutional change strategies, what then can the role of JISC be as opposed to individual HEIs?  To provide attractive services which stimulate end user uptake and investment? To continue to support R&D with sometimes ill defined take-up paths?  Or to pump prime HEI innovation by covering up front design and planning costs bearing in mind that whoever innovates first will bear a higher cost?  Yet, promoting innovation is not simply a question of pump priming new services, R&D or end user investment, it is about creating new institutional/market configurations.



On the demand or user side this suggests institutional responses which seek to integrate the electronic library into institutional teaching and learning strategies, to provide research support services through the electronic library, and address the associated infrastructure, reorganisation and training implications. For example, HEIs may simultaneously invest in equipment, human resource development, reorganisation (process re-engineering), end user training, and refocusing of purchasing (to on-line sources and courseware), and in organisational intranets.  



Disciplinary responses are also implied - new forms of communication, exploiting multi-media, combining multiple services, at a UK wide disciplinary level.  For this there is a need to scale up and integrate diverse eLib projects on a disciplinary basis.  Disciplinary strategies should include teaching and learning resources, on-line access, electronic journals, and various forms of communication (from pre-prints to electronic seminars to peer review).  This requires resource commitments in learning resources, equipment, awareness raising, and services which offer/grant users a clear 'competitive advantage' (e.g. as chemistry data sets, on-line law reports, on-line archives, or dynamic multi-media resources do). 



On the supply side, that is, JISC’s side, what is needed is to continue to develop critical mass in supply - creating new service markets, achiving critical mass in purchasing, establishing a national document supply strategy, a national resource discovery strategy, a national archiving strategy and so on.  This also requires the provoking of a market response from publishers and other content providers by creating and clarifying demand. 



Thus, when we talk of 'integration projects' there is a need to address, to some extent simultaneously, individual institutions, disciplines and central JISC services as overlapping sets of services, disciplines and institutions.  In short, this is the search for critical mass.  This may take the form of funding a small number of integration projects (combining both institutions and disciplines in a way which involves all key aspects of HEIs - administration, personnel, research, teaching, library, computing, and management - and involving all key aspects of disciplines - research, teaching, publishing, communication, and all relevant departments, journals and societies).  In other words, what is required now is not so much 'integration projects' which bring together various services (by and large the Web does this), but institutional projects extending from the electronic provision of internal information and resources and access to ‘central’ or remote services.  This could  imply scaling up existing initiatives horizontally i.e. across departments and faculties. 



Cultural Change



The programme overall has a strong commitment to promoting 'cultural change' in the HE sector.  It is probably fair to say that while FIGIT/JISC is highly sensible of the importance of cultural change to the diffusion and uptake of innovative technologies, it has been less clear as to what cultural change might entail in practice and what are the best mechanisms to promote it.  For the purpose of this future orientated analysis, we propose to use one particular definition of cultural change, which we feel is most relevant to this context.  Cultural change involves new frames of reference, new ways of acting.  Cultural change results from actors acquiring new symbolic resources (cognitive frames/paradigms: concepts, knowledge, skills) in changed structural contexts (organisational contexts, work processes) where these symbolic resources are meaningful, deployable and operational.  Cultural change is as much a result of structural change as a promoter - effective cultural change rarely happens without simultaneous change in structures.



Insofar as an expression of cultural change exists in the programme, it appears to be based on changing individuals’ behaviour and orientations through providing information, exposure and/or training.  However, an adequate conception of cultural change needs to recognise that cultural change must be based as much on changing the contexts (work systems, work practices, job definitions) in which individuals operate as on retraining or reorienting the individual.  In fact, cultural change requires a dialectic between developing individuals so that they can fulfil new roles and changing contexts so that individuals can utilise and express new understandings and skills.  



The promotion of cultural change in eLib has been seen as driven by two main motors,  firstly, mobilisation of actors in the community to change the structure of their activities.  This has been based on the strategy of funding a large number of multi-institutional partnerships.  Secondly, training and awareness activities (providing new symbolic resources).  This has included a combination of targeted training initiatives and awareness raising and consultative/concertation events and various dissemination activities, such as Ariadne, and most importantly, the eLib Web site and lis-elib.  We have suggested above (under the heading ‘Training and Awareness’) the limits of these two mechanisms.  Here we wish to consider more generally the logical scope for promoting cultural change given by the programme structure, the extent to which this scope is exploited by programme activities, and the extent to which the programme structure in itself limits the scope for promoting cultural change.  We do this by considering five aspects of cultural change which implicate all eLib projects, namely, training and awareness raising; communication and dissemination; organisational commitment;  scale/critical mass;  and integration/convergence.  



Training and awareness raising:  In principle, it can be argued that every project (or set of projects) should have its own reinforcing training and awareness activities.  This indeed is the case with a number of the projects with operational services (e. g. SOSIG), but is by no means universal.  As many projects are still in the development stage this is understandable, what is of concern is that coherent training and awareness strategies have not been planned as part of plans for product or service roll out.



Communication and Dissemination:  Linked to the issue of T&A is that of communicating project results and transferring project technologies beyond the project.  The programme has relied too much on the 'beacon' model of imitation, and too little on active strategies to transfer technology through widening the network of utilising and participating institutions, e.g. marketing/offering complete technology system plus training, consultancy and support packages.  



Organisational commitment:  Achieving cultural change requires, simultaneous to the introduction of the new technology, an organisational restructuring of operations, and a reskilling of staff so that they can fill their new roles in the new structure.  Developing the new technology is only one part of the change process, and will not of itself bring about cultural change.  (Current projects are only beginning to appreciate that there must be a managerial commitment to reorganise work processes/ways of doing things.)



Scale/critical mass:  HEIs or disciplines can not be expected to initiate complex change processes until they can be assured of tangible benefits.  In practice, due to the complex set of simultaneous changes which must be made in staffing, training, work processes and equipment, this often means shifts in whole tasks/modes of delivery rather than incremental change.  Cultural change effects can only be gained by significant restructuring, not by small scale pilot demonstrations (which promote learning and raise awareness but do not achieve cultural change).  We can reflect with hindsight that projects at proposal stage might have been encouraged to enlarge rather than to curtail their spending.  



Integration/convergence of projects:  Major innovation takes place at the level of sectors rather that of individual organisations.  If individual project innovations are to prosper, be taken up and used in the context of new practices, they must mesh with and reinforce other innovations in the sector.  Projects must be cognisant of where they fit in wider change processes, that is, what processes of change do they allow to happen and what else needs to happen to allow this contribution to succeed.  eLib has a solid basis for such integration/convergence, what is now needed is a (funding) mechanism to encourage such behaviour.  





Other Specific Future Actions



Teaching and Learning



A key insight in discussing information provision in HE in recent years has been the idea of 'resources for courses'.  The idea of providing tailored, targeted resources for courses has been long established in open and distance learning, in the idea of ' course packs' and 'readers', and in the ubiquitous library short loan and photocopy collections.  Recent electronic expression has focused on incorporating multi-media resources as part of ordinary library provision, especially as regards providing computer based learning materials which address core or common curriculum elements across a wide range of courses and institutions.� 



In eLib this has been addressed in the linked areas of ODP and electronic short loans, where as we have seen, ODP in the first instance, in many projects, has the form of electronic course packs or readers.  However, electronic initiatives in this regard have been limited in two regards.  Firstly, the use and deployment of courseware and electronic sources is often not integrated properly within a broader pedagogic (teaching and learning) strategy, and, secondly, the provision of electronic texts (images, etc.) is not sufficiently comprehensive enough to be the main or sole source for course materials.  These deficiencies are not likely (nor, mainly, even planned) to be overcome in the current set of eLib pilots, although the technologies produced will (it is hoped) in due course be scaleable at an institutional level to level of provision which can support pedagogic strategies for courses based on a core of electronic resources.  What is now needed are some pilot experiments in offering sets of courses supported with a critical mass of electronic resources (e.g. including all reading materials, lecture notes, assignments, exam questions) or even without the provision of paper alternatives.  This obviously requires a high level of institutional commitment to change, central involvement of lecturers, and assurance of adequate, available equipment (PCs, printers) for students. 



Intranets



The rise of the Intranet browser reinvigorates the concept of the electronic office or more precisely the electronic filing system.  Many of us are now familiar with the idea of dynamic updating of information sources through our use of the Web (particularly as regards help systems and manuals, and catalogues).  In large organisations, with a continuous need for amending and updating large document bases, the browser based intranet is seen as the bridge between databases and word processed documents.  HEIs, as organisations, with ever changing information (on courses, on staff, on timetables, on procedures and rules, on equipment and infrastructure) and a dispersed organisational structure, are particularly suited to the adoption of intranets.  



However, there are limits to the extent to which it makes economic sense to incur the costs of electronic systems while continuing to maintain paper based systems of storage and access.  Paper will continue to be used indefinitely as a preferred medium for reading/working with information and for personal storage and transport.  But at an organisational level, if efficiency and economic gains are to be made, a transition may be necessary from one basic system of information handling to another.  This would require root and branch change: new work processes and procedures, new equipment and infrastructure, and training and reskilling for all.  Such a commitment to institutional change would have to be led from the top and involve every element of the innovatory institution.  



Developing such a socio-technical system requires extensive design and planning work, particularly for the first innovating institutions.  It is work that institutions might contract out to a commercial systems house, but it may be also something JISC may wish to fund on an experimental or pilot basis in a small number of enthusiastic institutions.  Once such an investment and commitment was made by an innovative HEI the opportunities to use the same systems (if successful) to support teaching and learning resource provision should be obvious.



Institutional Change Projects



As with the establishment of intranets, integrated systems for electronic supply of resources for research and teaching, require, if they are to be scaled up in practice, major institutional commitment.  If the necessary learning and changes in practice made by academics, lecturers, students and librarians, and the associated investments in infrastructure and support, are to be worthwhile, critical mass must be achieved.  But changes on such a scale involve a steep learning curve and considerable potential disruption and short term, start up resource commitment.  



Learning how to introduce such change can only be based on actual pilot projects involving whole institutions.  The challenge here is not simply to design the technologies but to orchestrate the organisational change process.  There will be considerable costs to those institutions who are the first to innovate, and a great deal of learning accruing to the whole sector, which could be seen as justifying central funding of the planning, design and evaluation components.  



(Of course, the same logic can be applied to disciplinary change projects).



Multi-Media Use and Disciplinary Environments 



The multi-media content of the EJ area is somewhat light.  More work needs to be done on the ordering of whole electronic environments (i.e. which integrate resources delivered through ANR, EDD, EJs and so on), at a disciplinary or multi disciplinary level.  A way forward here may lie with funding a small number of large scale discipline based initiatives.  



Information Resource Discovery and Management 



Associated with the need for broader disciplinary initiatives, more fundamental research on resource discovery, organisation and usage along the lines of the US digital library projects may need to be undertaken.  This requires large test beds of materials and extensive piloting and iterative development.  This could be based around pre-existing large data sets and gateways (e.g. in chemistry or economics).  (Whether this is a proper task for JISC may be debatable.  Perhaps it is the responsibility of the research councils, although JISC would provide the 'test bed'.) 



Training and Awareness



Training and awareness needs to be much more closely associated with actual projects and initiatives.  It should be commissioned by tender as targeted support actions with well defined objectives and target groups.  Examples might be, support for designing and establishing ODP for teaching purposes, intranets, EJs etc.  Much T&A course content could be based on actual previous eLib learning and experience, i.e. T&A products should be an output as well as an input to projects.  One output of CEI could be a stream of training products for CALT.



JISC promotes cultural change by providing facilities, services and opportunities.  In keeping with this, every T&A action should be linked to a specific service or activity, either general services to support specific types of HEI actions, or directly linked to usage of a JISC service (e.g. in eLib T&A actions should be directly linked to area activities). 



Evaluation



eLib is attempting to promote innovation, mobilisation and catalytic effects through a number of mechanisms.  It will be necessary to evaluate how successful they have been (it is not enough to 'do something' on evaluation, on PM, we have to see how has it worked in practice) and what can be learnt for future JISC development initiatives.  Among the things which will need to be reviewed in the concluding summative evaluation will be: 



-	how appropriate was the scale of projects and what problems arose from sheer numbers and in scaling up? 



-	how successful have the project selection, management, steering, and evaluation mechanisms been? 



-	how adequate were the communication, T&A, and dissemination mechanisms? 



Promotion of Good Development Practice



Much of the most valuable content of the evaluation workshops arose from addressing pressing gaps in project organisation which were not strictly about evaluation issues, but where the requirement for evaluation directed systematic attention which was hitherto lacking.  Most notably, these included issues of; user centred and structured design and development methodologies (addressed through the theme of evaluating interfaces and pilot tests); project management (addressed through the theme of evaluating project organisation and utilisation of evaluation results), and business and financial planning (addressed through the theme of using evaluation to inform planning and exit strategies)�.



It seems clear to us, even at this early stage, that in subsequent development programmes JISC needs to ensure that: 



a)	it requires much clearer documentation, in project proposals, or in any case as a condition of funding, on the design and development methods to be employed, the project management techniques to be used, and the business techniques deployed to develop exit strategies, and that projects have staff or consultants available to them who are competent to fulfil these roles, and 



b) 	that adequate support (guidance and training), is provided to projects who continue to need it along similar lines to that provided for project management and evaluation in the current programme.  



Having said this, we also recognise the need for programmes such as this to be inclusive rather than restricted to a small number of composite experts.  The eLib programme is currently a site of huge learning gains for the programme participants.  As an initiative that now spans the HE sector and involves directly several hundred individuals, this intra programme learning may be as important as any current leverage upon HE institutions and their libraries.  In this sense, the whole programme is an awareness and training activity whose significance may become apparent in time as project individuals consolidate their influence to extend and institutionalise ICT within HE.





�   Higher Education Funding Councils’ (HEFC) Joint Information Systems Committee.

�   Follett Implementation Group Information Technology, a JISC sub-committee.

�   Higher Education Institution

�   Higher Education Funding Councils’ (HEFC) Joint Information Systems Committee (JISC) Committee on     Electronic Information.

�   Higher Education Funding Councils’ (HEFC) Joint Information Systems Committee.

�   Follett Implementation Group Information Technology.

�   Higher Education Institutions

�   See, Tavistock Institute documents, Evaluation of the Electronic Libraries Programme:  Phase One, A proposal submitted to the Programme Director, (August 1995) and Evaluation of the Electronic Libraries Programme:  Evaluation Framework for eLib, (January 1996).

�    eLib Programme Director.

�   JISC secretariat.

�   JISC Secretary.

�   Particularly, the recent JISC papers, Exploiting Information Systems in Higher Education:  An Issues Paper (March 1995) and JISC Five Year Strategy, 1996-2001, (May 1996).

�   In the areas of Digitisation, Pre-Prints, Quality Assurance, Electronic Short Loan and Images.

�   HEFCs’ Teaching and Learning Technology Programme (TLTP).

�   Non-Formula Funding of Specialised Research Collections in the Humanities: Archives Sub-Programme.

�   We are grateful for the comments and criticisms provided by Lynne Brindley, Andrew Jordan, Nicky Gardner and Chris Rusbridge.  Responsibility for remaining weaknesses, errors and opinions remains with the authors.

�   The full list of areas were initially:  Electronic Journals, On Demand Publishing, Electronic Document Delivery, Digitisation, Awareness and Training, Access to Network Resources, Supporting Studies.  These were followed by:  Images, Pre-Prints, Quality Assurance and Electronic Short Loan.  

�   One of these projects was subsequently terminated.

�   The decision-making process surrounding the commissioning of the imaging and digitisation areas where a number of approaches were tried is a good case in point.

�    For example, SEREN was formed as a composite project from two (plus one) discrete proposals.

�   A national digitisation centre will shortly be funded.

�   In practice these descriptions will be almost immediately revised and amended in the light of the imminent receipt and analysis of the projects’ annual reports.

�   Particularly through the evaluation workshops and clinics. 

�   One emerging consensus from the TLTP Programme is the particular suitability of courseware for first year ‘foundation’ courses which tend to incorporate similar elements in most undergraduate curricula.

�   On occasion, the workshop staff had the impression that when they referred to standard good practice in information systems design and development, they were introducing wholly novel concepts to some of the participants in the workshop.
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