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Executive Summary

The aim of the Welsh Repository Network (WRN) was to put in place an essential building block for the development of an integrated network of institutional digital repositories in Wales. The project entailed a centrally managed hardware procurement programme designed to provide every HEI in Wales with dedicated and configured repository hardware. In close collaboration with the technical, organisational and operational support specifically provided for Welsh Higher Education Institutions (HEIs)  within the JISC funded Repositories Support Project (RSP), also delivered from Aberystwyth University, this initiative provided a cost-effective, collaborative and decisive boost to the repository agenda in Wales and helped JISC achieve the critical mass of populated repositories and digital content that is a stated objective of the Repositories and Preservation Programme. 

The project employed a three-stage approach: requirements gathering, procurement and installation, and monitoring and evaluation. Extensive site visits and regular communication with project partners were a fundamental aspect of project activity and a variety of models were used for procuring hardware including collaborative approaches, outsourcing to commercial software and establishing hosting agreements.
At its most practical level the principal deliverable of the WRN project has been the provision of repository hardware capacity in each and every HEI in Wales which, in combination with the hands-on technical support provided by the RSP, enabled all 12 HEIs to have functional institutional repositories by March 2009. More generally, the project has contributed a series of case studies and test sites that provide the wider JISC community with practical insights into the process of matching alternative organisational models, repository types and hardware configurations to different geographical and institutional settings. The main conclusion to be drawn from the WRN is that while providing funds for procuring hardware helps to push repository development up the institutional agenda, the support that goes with the funding, especially the technical support, is a far more crucial factor in generating a successful and lasting outcome. 

Background

The aim of the Welsh Repository Network (WRN) Start-Up Project, submitted by Aberystwyth University (AU) on behalf of WHELF (Wales Higher Education Libraries Forum
), was to put in place an essential building block for the development of an integrated network of institutional digital repositories in Wales. The project entailed a centrally managed hardware procurement programme designed to provide every HEI in Wales with dedicated and configured repository hardware. In close collaboration with the technical, organisational and operational support specifically provided for Welsh HEIs within the JISC funded Repositories Support Project
 (RSP), also delivered from AU, this initiative provided a cost-effective, collaborative and decisive boost to the repository agenda in Wales and helped JISC achieve the critical mass of populated repositories and digital content that is a stated objective of the Repositories and Preservation Programme
. 

Aims and Objectives

The vision that underpinned the project was that by the end of the JISC Capital Programme the basic infrastructure for a comprehensive network of independent but fully interoperable and well populated institutional repositories would be in place in Wales. It was agreed that the phased establishment of the WRN would be characterised by the following principal components:

a) An operational open access digital repository in every Welsh HEI, that forms an integral part of the learning, teaching, research and administrative fabric of its host institution 

b) A supporting infrastructure based upon open standards and common implementations compatible with the JISC Information Environment,  facilitating interoperability and a coordinated approach to resource discovery, harvesting and curation of intellectual assets in Wales 

c) A bilingual interface which is fully compliant with the requirements of the Welsh Language Act 

d) Centrally provided technical and organisational support designed to assist institutions first to construct and then to populate and embed institutional repositories into the institutional fabric

e) A national resource discovery and search service which provides integrated access to aggregated data of Welsh interest and which also makes provision for long-term preservation and archiving

This project addressed the first of the WRN building blocks outlined above by providing each institution with access to the dedicated hardware that is a pre-requisite to creating a robust and resilient platform upon which to build repository services and participate in a collaborative repository network. The infrastructural and support issues outlined in b) to d) above were addressed by the project staff through their parallel work on the RSP project.
Methodology

The project employed a three-stage approach: requirements gathering; procurement and installation, and monitoring and evaluation.

1. Requirements gathering

· Surveys to define institution profile and related requirements

· Site visits to liaise with local staff to ensure hardware specifications suit local needs and existing infrastructure

2. Procurement and installation
· Procure suitable hardware as detailed by the requirements

· Take into account possible collaborations between institutions

· Support installation and integration issues

· Monitor performance and suitability of hardware over the duration of the project

3. Monitoring and evaluation

· Monitor and evaluate repository performance of each repository
· Ensure repositories are being run effectively

In constructing this approach care was taken to avoid duplicating support work that had already been provided for within the RSP remit. In particular it was agreed that once hardware had been procured it would be the responsibility of RSP staff based at AU to work with staff in each institution to develop a suitable open source solution using their joint knowledge of institutional needs, local systems and repository platform requirements.

Implementation

The project was implemented as follows:

Requirements Gathering
Initial site visits with all twelve institutions were conducted between May and June 2007. In order to gather consistent and useful background information project staff created a structured pro forma for use during the site visits, this is available in Appendix 1. This replaced the need to conduct a technical survey and allowed a more informal discussion based approach to identifying requirements. There were several benefits to this approach. In particular the pro forma allowed us to gather immediate results; we envisaged delays may have occurred had we circulated a survey for the relevant staff to fill out independently. The completed pro formas have also proved to be a useful record of our site visits and have been used frequently, and supplemented with extra information, throughout the course of the project. 
Procurement and Installation

The procurement and installation stage was the most significant and time consuming element of the project. Discussions on the procurement process were held on a regular basis with the project partners via email, site visits and via the regular business meetings of the network. Specific installation site visits were conducted with most institutions with technical support follow up being regularly provided via email and telephone. A variety of models were used for procuring hardware including collaborative approaches, outsourcing to commercial software and establishing hosting agreements. In addition, some institutions purchased alternative hardware when existing IT kit was already available for running repository software. Flexibility in the use of the project money was therefore a key element to the success of the project. There were some issues relating to slow progress at a few institutions. This was down to relevant staff posts being vacant, staff changes, staff on long term leave, or issues between library and IT departments working together. In addition, decision making processes and time scales within institutions were not always easy to understand from an external perspective. One of the most significant lessons learnt during this phase of the project is the need for a strong relationship between library and IT departments. The conclusion of this phase of the project was celebrated with a launch of the twelve repositories held at the National Library of Wales in March 2009
.
Monitoring and evaluation

In order to evaluate feedback and monitor the progress of the project each institution was asked to produce a final case study. Project staff prepared a template for use which covered sections on: vital statistics and background information; an overview of the chosen solution including hardware background and specification and the platform and software chosen; and finally a brief section looking at future options.
Outputs and Results

At its most practical level the principal deliverable of the WRN project has been the provision of repository hardware capacity in each and every HEI in Wales which, in combination with the hands-on technical support provided by the RSP, enabled all 12 HEIs to have functional institutional repositories by March 2009.

The twelve repositories are:
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More generally, the project has contributed a series of case studies
 and test sites that provide the wider JISC community with practical insights into the process of matching alternative organisational models, repository types and hardware configurations to different geographical and institutional settings.

There were various procurement models used across the consortium: several institutions decided to purchase standalone hardware to run the repository; two decided to procure hardware that would be shared with other local similar projects such as web platforms; others opted to buy into a share of a larger computing platform, typically a virtualized system; and finally, three institutions opted for a hosted solution either drawing on current relationships with larger institutions or in one case purchasing from a commercial company.

Finally, project staff also published the following article about the project:

Lewis, S. & Payne, H. (2009) How the West was won, ALISS Quarterly, 4(2),18-23

Outcomes

The predicted outcomes from the project plan were as follows:

· Trigger creation of 10 new open access digital institutional repositories and place an additional 2 pilot repositories on a firm footing, thereby building capacity and contributing to the achievement of critical mass that is an objective of the Start-Up strand of the Repositories and Preservation Programme

· Provide a unique opportunity for Welsh HEIs to participate in repository development much earlier than would otherwise be possible and enable Welsh HEIs to obtain maximum benefit from the considerable public funds that have recently been invested in the RSP 

· Act as a crucial milestone along the way towards the creation of a platform for the development of specialist user-oriented resource discovery and search services that will open up international access to Welsh research and other digital content 

· Act as a catalyst for institutional commitment to open access in Wales and provide a powerful stimulus to collaborative repository development based on best practice and common standards

· Address the Welsh Assembly Government Reaching Higher agenda in providing value for money and institutional efficiencies through collaborative provision and the shared use of expertise and experience

The project has successfully facilitated all these outcomes and a significant amount of value added input has been received by the HE community in Wales through the WRN and its partner project the RSP. A key aspect of the project has been that the technical support provided via the WRN has allowed the development of repositories at a level that would have otherwise been impossible, particularly in some of the smaller institutions involved. Positive feedback has been received throughout the duration of the project from both individual staff involved and at an institutional level. 
More generally, the project has raised the profile of the research agenda within Wales, especially through the publicity received upon the launch of the repositories and the kudos of being the first country within the UK to offer national coverage of Open Access repositories. Moreover, the regular and well attended series of WRN meetings of institutional representatives held during the past two years and the associated email discussion list has created a genuine community of repository managers in Wales, who now exchange information and share ideas and who have derived confidence and encouragement in their institutional work from the mutual support that the network provides.
Conclusions

The WRN Start-Up Project has been a resounding success in achieving its principal aim of creating the basic infrastructure for the successful development of a comprehensive network of independent but fully interoperable institutional repositories in Wales. Hardware has been procured and configured and hands-on technical and organisational support provided in order to enable each and every HEI in Wales to have a fully operational repository by the end of the project. The main challenge for project staff has been to assist those institutions that have found it hard to progress their own repository procurement, installation and launch without significant external assistance. Where possible, the project has drawn on RSP staff to assist with practical matters and the WHELF committee to tackle strategic issues at a higher level. A clear lesson that has emerged is that where the library and IT functions of a university are not converged in a single department, it is important to have a good working relationship between the two in order for a repository to develop in a relatively painless and timely manner. Furthermore, while providing seed corn funding for procuring hardware undoubtedly helped institutions to address the repository agenda earlier and in a more organised fashion than might otherwise have been possible, it was also felt that practical support, especially of a technical nature, was a more crucial factor in generating a successful and enduring outcome. 
Implications

The establishment of the twelve repositories across Wales has completed the first building block in establishing the WRN. The challenge now is to populate the repositories with content and engage with the wider academic community. The WRN Start-UP project has created not only a basic infrastructure but also pushed repositories up the institutional agenda and created a genuine collaborative community of repository expertise within Welsh HEIs. However, it has also clearly demonstrated that Welsh HEIs are not yet ready to stand alone and will continue to need significant support if the momentum achieved during the course of the project is to be maintained.  The recently approved WRN Enhancement Project will provide the opportunity to strengthen the collaborative approach across Wales, to build on the successes of the Start-Up project and encourage institutions to embed repositories into their organisational culture in the full knowledge that both technical and operational support as well as innovative centrally managed repository support services will be made available via the Enhancement Project.   
Appendix 1

WRN Project – Initial site visit pro forma

SECTION 1 - BASIC DETAILS


Date:


Institution:


RSP Staff


Lead contact(s) at institution: 


Further institutional contacts:

	NAME


	EMAIL
	PHONE
	ROLE

	
	
	
	


SECTION 2 - ORGANISATIONAL STRUCTURE


Items to source from institutional web site if at all possible:

· List of Academic Departments / Schools / Faculties

· Senior management structures and committees

· Library or organisational charts

· Library liaison team details

· Library cataloguing staff details

University type – old/new 


FTE 


Academic staff numbers


Research and teaching profile/balance 


Are you pursuing any collaboration with other HEIs in Wales (IR related or otherwise)? 


Are you aware of any central stores of university data or CMS/portal arrangements already in place which might impact on development of an IR? 


Details of RAE 2008 arrangements for storing and submitting publication data 


Do you have a legal department/copyright officer or other performing similar function? 


Converged IT and Library function? 


Details of IT support 


Cataloguing approach used within the library. Any metadata experts? 


Does the library or organisation have any existing in house digital collections outside any IR?   


Does the library have plans to digitise any printed or special collections? 


Summarise details of all repository stakeholders identified during discussions so far.

SECTION 3 - REPOSITORY DEVELOPMENT TO DATE


Does the institution have a repository in place? 

YES


Platform used 


Pilot service or fully operational? 


URL 


Date the repository was set up 


Any collaboration with other institutions to date? 


Any top level repository policies in place such as submission guidelines/depositors declaration etc?


Approx number of items within the IR


Details of types of content 


% of items available in full text 


Mediated submission process? 


Do you use the e-print request button for non available or embargoed items? 


Do you obtain any stats out of your repository about use and/or downloading of items? 


Copyright clearance process and licence arrangements 


Are you willing to share your type map and field structure 


Are there any non standard types of information available in your repository that have caused 
particular issues?    


Details of workflows involved 


Staff involved in the work at present and future plans for staff resource  


How the IR has been funded to date – hardware, staffing etc any dedicated moneys or absorbing into mainstream workflows and budgets? 


How has the IR been promoted so far/advocacy efforts to date 

NO


Any OA agenda at the institution – any activities or awareness raising to date on the broader debate or on the specifics of IRs?


Have any staff been identified to date who will likely work on the practical aspects of running the IR?


Have you looked at any software yet? 

Is the institution interested in collaborating with other institutions to develop an IR? 


What types of content do you think your IR might want to focus on (research output, e-theses, 
learning objects, data, multimedia) 


Do staff already place content on their web pages or for example in a VLE? 


Any ideas concerns or other support issues to raise

SECTION 4 – TECHNICAL INVOLVEMENT


Has your institution looked at available repository platforms? Are there any preferences to a particular platform and what is the reasoning for this?


Does the institution have any staff experienced in implementing repository software? What level of support do you see the institution needing from the RSP?


Who will support and administer the repository platform (Library or IT services)


If technical support for a repository is not available within you institution, would you consider collaborating with another institution?


Does you institution have a lenience to operating systems and programming languages used to implement a repository. (DSpace – Java Based/Windows or Unix, ePrints – Perl Based/Unix Suited). 


Detail: Repository Software, Programming Language, Operating System, Web-Servers and Database Systems.


Will you be using existing systems to host any of the repository software? (Existing database systems/backup systems/storage arrays)


Does your institution currently have a backup system employed, and if so could this be used to accommodate the repository platform.


Will the system require authentication with your current user directory or will the repository software’s built in systems be used?


Does the institution have thoughts on how the WRN funds will be used (hardware/software procurement?). If the institution has a repository, how will the WRN funds be used?


Has the institution considered the branding of the repository software? If so, has the institution the technical experience to do this or would assistance from the RSP need to be provided?


Will your institution virtualise any of the hardware? If so what hardware and reasoning?


Has the institution considered the estimated usage of the system? 

1) How many items are expected to enter the repository over the next few years?  

2) The number of concurrent users accessing the repository (browsing/submitting)

3) Backup strategy.  Would a separate backup system need to be purchased or would the system be integrated into the institutions current backup system.

What content types will the repository need to support? Are there any features that you feel the repository software would need to accommodate?
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