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Abstract

 University administrators urge their staff to focus on “student as client”, flexible delivery and working in partnership across organisational boundaries. The Course Materials Database project at QUT aims to provide coursework students with access to the majority of their high use information resources in digital form. This includes copyright materials, QUT course/lecture notes and past exam papers. When the student logs into their own Personal Profile (Portal) on QUT Virtual (the QUT Intranet), they will link through to all their enrolled unit/subject Web pages. Each unit Web page will provide links to the digitised course notes articles and past exam papers for that subject. This service will integrate information resources with courseware, conveniently arranged for the student in one place.

 Three factors enable the project: the recent agreement between the Copyright Agency Limited (CAL) and Australian universities to allow the digitising of reasonable portions of copyright materials under statutory licence for an agreed fee, the development of the Student Personal Profile on QUT Virtual, and QUT’s standardisation of online teaching pages.

The project is the result of collaboration between several areas of QUT: academics, the Library, Teaching and Learning Support Services, Publications and Printery, Information Technology Services, Student Copying and Printing, and the Copyright Officer.

Introduction

In each of our universities, we have been exhorted over recent years to gear our efforts to “the student as client”, various forms of flexible delivery, and forming “partnerships” between university departments, academics and general staff, and with external organisations. This is not to speak of reengineering, doing more with less, team building, changing organisational culture etc. etc. Should we dismiss these as platitudes, or can some of them be realised to some degree? Our clients, students value and demand convenient, timely and yes,  “seamless” access to services, resources and staff. Within the university, individual staff and each department are doing their level best to provide a fine service to their own students. It is at the boundaries of the separate departments that the service to students falters and often breaks down. Within departments, there is enough organisational power, strategic planning, funding and communication for to work effectively, but this is not the case between departments. The students seldom know or care about the structure of the university organisation. In order to provide them with the services and resources they need, university staff have to work beyond their own departmental boundaries in new relationships, with new structures. 

Project management techniques offer a structure that can support these cross-departmental actions. The Course Materials Database Project at QUT has been successful in delivering high use information resources electronically to our students through the collaboration of several areas of QUT. Within the Division of Information and Academic Services (DIAS) collaborating staff come from the Library, the Teaching and Learning Services Section (TALSS), Information Technology Services (ITS), Student Copying Services as well as the Copyright Officer. Beyond this Division, other collaborators are from the Publications and Printery Department and the academics of each faculty. The Project was begun in May 2000 and used a project methodology adopted by the Division. Following the project template provided the collaborating project team with an agreed structure within which they could work together. 

The Course Materials Database Project

This Project arose from an agreement reached in March 2000 between the Australian Vice Chancellors’ Committee (AVCC) and the Copyright Agency Limited (CAL) which struck a flat rate fee for Australian universities to digitise as well as make multiple print of “reasonable portions” of books and journal articles for teaching purposes. 

What we had in the past

Up until the completion of the project, high use information resources were made available to students in several ways:

· Coursepacks. Parts of books, journal articles, lecture notes selected by the lecturer, printed in a course pack by the Printery and sold to students in the University Bookshop at a price to cover costs.

· External Student Notes. As for Coursepacks, printed into a package by the Printery and posted to external students at no charge.

· Library Course Reserve. At each of the 4 branch libraries, a closed collection of high demand books and videos, photocopies of book chapters, journal articles and lecture notes for use by students in the Library. Students often borrow to make copies of this material.

· E-Reserve. Lecture notes provided to the Library in electronic form by the lecturer and mounted on the Library Web page by unit (subject) code and lecturer’s name.

· Past exam papers. With few exceptions, past exam papers were digitised and mounted on the Library Web page by unit code. They were also available in hard copy volumes in the Library.

· OLT (Online Teaching Pages). Some lecturers had already made their lecture notes available from their unit’s online teaching pages or from their faculty’s web server. The Law Library had provided URLs for many heavily used law cases available from vendor databases and linked these to the relevant Law OLT pages. All OLT pages were listed on the TALSS home page by unit code and some were linked from Faculty or School web pages.

The end result was that students had to search a variety of places both digital and physical to search to find their high use, lecturer directed information resources. None of these places were linked and the same information resources could be duplicated in different places.

What the Course Materials Database Provides

The system provides students with a primary point of access to heavily used digitised course information resources. Ease of access depends on two underlying parts of QUT’s IT infrastructure: the OLT pages for units and QUT Virtual (QUT’s Intranet).  QUT Virtual underpins all staff and student access to QUT databases, systems and services. Following a recent upgrade of QUT Virtual, each student logons to his or her own QUT Personal Profile on QUT Virtual. From this web page, they will find amongst other things, links to the OLT pages for each unit in which they are enrolled. About one third (1200) of all QUT units already have interactive OLT pages.  A generic OLT page has been created for each unit where none currently exists. On each unit OLT page they will be able to click on links labelled Course Information Resources (articles/chapters), Course Notes and Past Exam Papers. The links will take them to an Index Database where they can select the reference they want to follow up. By clicking on a reference, they will access either the digitised article/chapter, course notes, past exam paper on the Course Materials Database, or the article itself on one of the Library vendors’ database of full text electronic journals/law cases. (Table 1. Outline of Student Access to Course Materials Database)

Alternatively for course/lecture notes only, lecturers may choose to load their course notes on their faculty servers (ie outside the Course Materials Database) and link through to these from the OLT pages. However, all copyright materials must be linked to the Course Materials Database so that the University can protect and manage them under the licence arrangements. (Table 2 Outline of Lecturer Access to the Course Materials Database)

Planning of the Project

Following the agreement between the University and the Copyright Agency Limited, the Pro-Vice-Chancellor Information and Academic Services established a Project Team under his sponsorship, to create a database of high demand copyright journal articles and book chapters for use by our enrolled students, 24 hours a day, 7 days a week. The Project Team comprised staff from Teaching and Learning Support Services, Information Technology Services, the Library, the Publications and Printing Manager and the University Copyright Officer. The Project Leader was the Associate Director Library Services, Information Resources. She was seconded to the project full time for 3 months from May till August 2000. A Reference Group of academics with a commitment to flexible delivery was also formed to advise the Project Team.

Early in the project, the Project Team examined the range of high demand course materials available at QUT, and reappraised the scope of the project. There were clearly additional categories of high demand course materials, beyond those covered by the agreement with CAL. It was at this point, that the synergy of the individuals in the project group was most productive in expanding the original boundaries of the project. The Project Team questioned whether a student distinguishes between high demand copyright and non-copyright material, and decided that the student is probably best satisfied with a one stop shop for heavy demand course materials. This was the turning point in the project. The final system as outlined set up a framework in which a student can conveniently access a range of high demand materials for course-related learning.

The report was completed by the end of August 2000. The University provided central funding in November. This did not allow enough time for the Project to run as a trial in Semester 1 2001 as originally proposed in the report. The Course Materials Database will now be fully operational in Semester 2 2001.

Phases of the project

Phase 1. Retrospective contents load, database creation, and access pathways
The first phase of the project was to convert the photocopied materials in the Library Course Reserve Collections. These Course Reserve collections include a large quantity of copyright resource material which must be sorted, checked for references and suitability to scan and checked for availability on Library vendor databases. It is critical for students that this material should be available from the start of each semester. Lecturers customarily give this material to the Library only a few weeks before the start of each semester. This leaves little time to prepare it for the database.  Library and Printery staff advised the Project Team that lecturers normally reuse many (est. 75%-80%) of the same information resources for a unit from one semester to another.  The first step was to retrospectively convert the existing Course Reserve collections to digital form, semester by semester.

The copyright documents on the Library’s Course Reserve collections from Semester 2 2000 were prepared ahead of time ready for the release of the CMD in Semester 2, 2001. During the second part of 2001, the materials on Course Reserve in Semester 1 2001, will be prepared for the CMD ready for the start of Semester1, 2002. 

Following the initial retrospective load of resources from Library Course Reserves, lecturers will be asked to check the OLT pages for the range of resources loaded for their units and indicate any not required. These will be deleted.

Some lecturers have put print copies of their course notes into the Library Course Reserve Collections. Others have provided file copies of their course notes for the Library to put on E-Reserve. Some had provided the notes in both forms. In preparing the Course Reserve documents, Library staff have contacted all lecturers with print course notes in the collections and asked them to resubmit it in future in electronic form. 

Work of the Library and Printery staff: checking, scanning, PDF conversion, indexing

The Library staff have checked all the materials in Course Reserve collections in each of the four Branch Libraries. Over 11000 items are on Course Reserve in a single semester. Most of these are photocopies of copyright articles, law cases or copies of lecturers’ own notes. About 3000 items are Library books, videos and other AV, which are not parts of the CMD project and will remain in the Library’s Course Reserve if requested by lecturers. Library staff have sorted all the photocopies into copyright and QUT copyright. The copyright materials have been checked for:

· adequate references

· availability on Library vendor databases in full text form

· if not, suitability of the document for scanning.

Where the article is available on a vendor database, the URL is added to the form and later included as the link in the CMD index record. Where the article must be scanned, the Library staff complete a form which includes bibliographic details, lecturer’s name, unit code, date etc and a copyright statement and attach this as the first page of the article. The Printery were chosen to undertake the scanning of the retrospective materials because of they have both the equipment and expertise. In the ongoing workflow, Printery staff will scan the latest release of past exam papers. 

The Library staff access the resultant files and run them through Adobe Acrobat Capture program to convert them from TIFF files to PDF. All documents prepared for the CMD are indexed by Library staff from the details on the form with full bibliographic reference, lecturer’s name, unit code, date added to database and date after which material is no longer required.
All QUT copyright photocopies were returned to lecturers with a request to provide them to the Library in electronic form so that they can be added to the CMD. Course notes on the existing E-Reserve have been examined. Any notes which are “permanent” (ie lecturers have requested them to be kept), have been converted and indexed onto the CMD. Since lecturers usually update and change course notes frequently, the Library has asked them to submit the files for the CMD afresh each semester.

Past exam papers were already available from the Library web page. These have been indexed and included in the CMD.

Work of TALSS and IT Services staff: Database creation and access pathways.

Over the last few years, the Teaching and Learning Support Services (TALSS) have gained University agreement to establish the Online Teaching (OLT) pages as a University wide standard for flexible delivery of teaching and learning. However some faculties (eg Law, Education and IT) were early adopters of online teaching and had already set up their own online teaching pages. By and large, these faculties are now changing over their pages to the OLT standard. TALSS staff work with academics to design OLT pages for each unit. The OLT pages have some standard features, however the TALSS educational designers, together with the individual academics, can customise the pages to suit the subject, student needs and teaching and learning objectives of the lecturer. 

About one third (1200) of all QUT units already have OLT pages established. In order to take advantage of the OLT infrastructure and further embed it as the University standard, the Project Team proposed to use the OLT pages as the main pathway for students to access their high demand learning resources, rather than the Library Web pages. Following this decision, the TALSS staff have created generic OLT pages for the remaining two thirds of QUT units which do not currently have an OLT page. Previously, QUT schools were charged $450.00 to establish an interactive OLT page for a unit. This covered the cost of the TALSS educational designer working with the unit coordinator and lecturers to create the OLT content.  Recently, TALSS have been successful in obtaining central funding from the University to cover these costs, and the charge back has been waived. The newly created generic OLT pages have been designed so that they can be activated to full OLT pages in future when the schools prepare those units for flexible delivery.

TALSS staff also created the links between the OLT pages and the new CMD database. Those lecturers who have already established OLT pages, have the choice to take the links for each CMD reading/article and build them into their OLT pages eg “Readings for Week 1….”, or to let the students click onto the CMD icon at the top of each OLT page. The icon option takes students directly to the list of digitised readings for that unit in the CMD.

The Project Team investigated the suitability of other databases to manage the electronic information resources, and especially track the digitised copyright documents created under the AVCC/CAL agreement. However, none provided the workable combination of user convenience and copyright control we required. With specifications worked out between the Library, TALSS and IT Services, IT staff created the database so that it interfaces readily with both the TALSS OLT system and the QUT Virtual Intranet system. The student has a clear path from their QUT Virtual Personal Profile page, through to the OLT pages for their enrolled units. From the OLT page, the student can link to the electronic information resources. These may be digitised copyright articles held on the secure CMD server, links to the URLs for the articles available on QUT Library subscribed full text vendor databases, or links to the electronic files of QUT owned copyright documents such as lecturer notes and past exam papers.
Ongoing work flow

The CMD academic staff interface includes a web page form for lecturers to complete the details of new articles/chapters and course notes they would like to add. This interface is available from QUT Virtual Staff Personal Profile page, the OLT page for unit administrators and the Library Web page. The academics can also search the CMD from the interface page. Library staff have a separate interface. Library staff check the database for new forms twice daily, and aim to load all new materials within 48 hours. In cases where the original is not available within the Library resources, the Library will acquire a copy either from the lecturer or on interlibrary loan.

Phase 2. Coursepacks and External Student Notes

In the second phase, the Project Team will load the information resources currently packaged in Coursepacks and External Student Notes. This will begin in Semester 1, 2002. The Project Team does not see the CMD as a replacement for course packs and external student notes but as a complement to these packages. Firstly, a number of external students do not have reliable Internet connections and this is not a requirement for their courses. Secondly, the Printery can produce a printed coursepack of required readings for the student cheaper than they can print them out from the CMD either at university or at home. However, it is an advantage for the student to have their information resources available at all times on the CMD, alongside their other electronic teaching and learning materials on the OLT pages, and with searchable text. It was interesting to consider the factors which have led some lecturers to make materials available in coursepacks, while others have made similar materials available in the Library Course Reserve Collections. When one examines the coursepacks and Course Reserve materials, there is little difference in content and types of materials. In the long term, the Project Team sees some advantages in making all these high demand information resources available digitally, with some also available as coursepacks because of convenience and price. In future, printing in small runs on demand may make it more economical to produce coursepacks for units with smaller student numbers.

The Process: an analysis of what worked and what didn’t.

Key success factors

Support from senior levels

At the outset, the project was initiated and sponsored by the Pro Vice Chancellor Information and Academic Services. Support at this high level within the University captured the attention of staff approached to work on the Project. It also helped that the Project Team Leader met monthly with the PVC to keep him abreast of progress and issues. At times when commitment from some staff appeared to flag, the PVC gave the project a boost by raising the issue at Divisional Executive meetings and ensuring further support at Departmental Head level. The PVC’s endorsement and support also ensured that the University provided sufficient funds to undertake the project. This is an ambitious project and beyond the scope of the departments to absorb the database creation and retrospective content load.

Secondment of senior staff member to Project Leader

There is the beginning of a welcome trend at QUT to second individual staff to plan and implement projects. In this case, a senior member of the Library staff was seconded for three months as Project Leader to research, plan and report on the proposed project. Other members of the Project Team were not seconded.  Others have said that it was a help to have a senior member of staff as Project Leader. (At one stage, the PVC was considering the secondment of a lower level staff member.) The choice of a senior member of staff meant that the Project Leader had a sufficiently strategic approach to both manage the Project with senior staff from other departments, and with them, to challenge the original boundaries of the brief from a focus on digitising of copyright materials to provision of a comprehensive range of high demand information resources. The Project Team members extended their understanding of the work and priorities of other sections and their own network within the University. Staff undertaking future projects have an opportunity to build on this underlying understanding and networking between departments.

Sharing the ownership of the Project.

At all times, the Project has been clearly a cross-university project. The Library staff have the experience with managing and maintaining access to information resources, and have converted the existing Course Reserve collections to electronic form. The Printery has undertaken retrospective scanning of the documents. ITS staff have designed the system following specifications from the Library, and advised on the capacity of the university’s IT infrastructure to manage the extra load. TALSS have extended and changed their OLT system to include pages for all units and add links to the CMD database. Student Copying Services have advised on the effect the CMD will have in accelerating the present trend away from photocopying to printing. Their resourcing plans take this into account. The University’s Copyright Officer has guided the whole project in terms of the complexities of copyright in copying, accessing, acknowledging, storing and controlling. While academic staff were represented in the Reference Group, their main involvement will be as clients of the service. In overseas universities, students have welcomed the chance to have their course materials available electronically.

CMD interfaces with academic staff kept convenient and simple

Since it take time to establish a system like this, a number of academics have already taken the initiative and scanned information resources to their OLT pages or other web pages. The Copyright Officer has advised these academics to include the copyright acknowledgment required under the CAL/AVCC agreement on each document. In order to exercise control over the management of copyright materials, it is important to make the CMD easy and attractive for academics to use. Having the one system will also be more convenient for the students and ensure a standard quality in scanned documents. The CMD interface for academics has been designed make it easy for them to request the Library to add new documents to the CMD. Academics can readily check which references have been loaded for their units, the progress with loading each document, and can specify when documents should be removed. The Project Team is undertaking a trial with the academics and students of one school prior to mounting the entire database in time for Semester 2.

Taking time to discuss the new system with staff

A communication plan has been drawn up to promote the system to academic staff and students. This is already underway. Library staff also need to understand the implications of the CMD for their work. Some of the Lending staff were worried that their jobs were threatened because the Course Reserve collections are being changed over to CMD. Staff in the Library’s technical services area were concerned that they would be overwhelmed with CMD work of handling new requests, changing files to PDF format and indexing. Project Team members have met with the staff, explained the new work and its implications. Now that the staff are informed about the implications, they are enthusiastic about the new service.

Difficulties

People. The major difficulties were to do with people. It is hard to bring people from different areas to focus on the project goals when they have so many other goals competing for their attention in their own workplace. There were missed meetings, lack of response on issues up for discussion on email, delayed deadlines, rushed discussion and misunderstandings. These kinds of problems arose in the Project Team, the Library Working Party and the Academic Reference Group. While frustrating, these difficulties are normal in any work situation and have been outweighed by the success factors.

Technical.  Many of the photocopies in the retrospective scanning were of such a poor quality that they could not be scanned. Library staff had to replace these with copies from the originals where possible. Where the user has a reference to an article on a Library vendor database, the link needs to be directly to article level, not to the home page for the database or even the journal title. It is difficult to link to article level on some databases. The Library has had to reconsider its policies on user authentication on vendor databases and in some cases, negotiate with vendors to establish permanent URLs (PURLS). 

Ethical issues. Concerns were raised that students would pay more to print out an article from the CMD than they would to make a photocopy from a photocopy in the Course Reserve collection. This was a concern on two counts. Firstly, Student Copying Services charged more per laser print page than per photocopy page. As a result of a review of copying charges as well as concerns about the CMD project, the costs have been brought closer into alignment, although photocopying is still somewhat cheaper. The Project Team endorses the continued production of Coursepacks to give students an option to reduce their costs in obtaining copies of high use information resources.

Pedagogical issues. Several staff have raised concerns about “spoon feeding” students by providing them with easy access to selected information resources. It is difficult to see that providing the information resources electronically is essentially different from providing the same resources in the Library’s Course Reserve collection or in course packs. The PVC has made a clear distinction between lecturer directed readings provided on the CMD and linked to OLT pages, and self directed readings where the student finds their own information resources for assignments or research using the library catalogue and library vendor databases.

Conclusion

The Project has been a success in bringing a variety of heavily used information resources together in one convenient location readily accessible by students. While these resources have always been available, previously they were dispersed across a number of collections and systems operated by the Library, academics, the Teaching and Learning Support Services and Publications and Printery. The Copyright Agency Limited/Australian Vice Chancellors’ Committee agreement on the digitising of copyright material provided the initial prompt, but the Project Team soon realised that the possibilities extended beyond the original brief of making a database of digitised heavy use copyright materials.  The CMD concept builds on the fundamental base of agreed standards at QUT for online teaching pages and the QUT Virtual Intranet. The key success factors were: sponsorship by the Pro-Vice-Chancellor, formation of the Project Team from all key departments, secondment of a senior staff member as Project Leader, use of the Divisional project management template, a clear focus on client service outcomes and consultation and communication with affected staff. For students, university is a total experience. If we are to provide a high standard of student service, we must conceive of our services from the student’s perspective and learn to work across our organisational boundaries.

















































































