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Introduction

This paper reports on progress with the ELTAC project at Coventry University, UK. The project started in October 2008 and is scheduled to run for eighteen months; however we had been working with Echo360 on a pilot project basis before ELTAC began. ELTAC builds on that initial work in partnership with Echo360.

Obviously ELTAC is very much work in progress and the precise project work programme is under continual review and development. ELTAC is not our first major development project of this type, that is one having a major focus on developing the use of learning technologies at a cross-institution level. In common with previous projects we have discovered that as we open up participation to the wider university community new ideas and approaches which the initial project team had missed push their way into project plans. Fortunately we now tend to expect this and structure projects accordingly. Future papers and presentations will tell the developing story.

The ELTAC Project

ELTAC is funded (£300k) by JISC, the Joint Information Systems Committee. JISC is a peculiarly British compromise. It has no legal status, does not employ anyone but yet funds the major part of IT infrastructure development for higher education (HE) in the UK. It is, literally, a committee structure which operates on behalf of the bodies which publically fund HE in the UK, that is the Higher Education Funding Councils for England, Wales, Scotland and Northern Ireland. Surprisingly the chief executives of UK universities (ie Vice-Chancellors) collectively agree to a significant top-slice of funding being set aside for the JISC. 
JISC’s originally major function was to develop and run the network infrastructure which links together academic institutions in the UK and provides gateways to other networks. Responsibility for the Joint Academic Network (JANET and its successor, SuperJANET) has now been vested in a shared services company. JISC now concentrates its efforts on software infrastructure developments and finding ways of making the maximum collective use of the network infrastructure.  JISC’s main way of operating is through funding programmes proposed by committees of members drawn from the HE community and developed by the JISC Executive and seeking competitive bids for projects within those programmes.

ELTAC is funded through the “Institutional Exemplars” programme which promotes the application, implementation and the exploitation of the “affordances” of “new” technologies at an institutional level. “New” is not taken to mean “novel” or “undeveloped” or even “bleeding edge” but is taken to mean “not yet mainstream” in UK HE institutions. Projects are not meant to be proof of concept activities or even small-scale pilots but are meant to trial institutional level implementations. The emphasis is on cultural change at the individual and organisational levels, the development and testing of change strategies and the development of institutional policy; significant software development is outside the remit of the programme. It is also worth noting that the major contributor to programme funding is the Learning and Teaching Committee of JISC, which, as its name suggests, has a major interest in the exploitation of technology for the support and improvement of learning and teaching activity in general. The success or failure of the ELTAC project will be judged in terms of how well we communicate the lessons learned to others. We can express this by appeal to the notion of “relatability”, that is will others wishing to introduce lecture-capture technologies be in a better position to do so successfully after looking at the results of our work than before. Whilst we will produce draft policy documents, provide details of our management of change programme, share briefing and training materials and regale captive conference audiences we will not pretend to produce the definitive recipe for all to follow; institutional contexts are too important and different for that to make any sense.

Two other points are worth making very briefly. Firstly, JISC does not, and cannot, be seen to endorse any particular technology or product. That does not mean that Echo360 are not an important and welcome partner in ELTAC. JISC has, probably unfairly, sometimes suffered from an assertion that it favours open-source solutions over proprietary ones. However projects like ELTAC need leading edge developers on board, if they happen to be commercial entities then that is not an issue. There is also a growing body of influential opinion within JISC that promotes the view that diversity and choice in the education software marketplace is very important in promoting innovation. Secondly we (at Coventry) along with others think of our learning technology platform (known as CUOnline) as a collection of integrated web services. Lecture  (where “lecture” is becoming increasingly broadly defined) capture is one such service which can, potentially, be accomplished using a number of different tools and systems. For example, Wimba Live Classroom is also used at Coventry.  ELTAC is not an “Echo360” project per se, but we all acknowledge our mutual synergistic interests in working together.
Coventry University

Coventry University has approximately 17,000 students, the large majority of whom are based in four faculties; Business, Environment and Society (BES), Health and Life Sciences (HLS), Engineering and Computing (EC) and the Coventry School of Art and Design. The School of Lifelong Learning and ACUA, our commercial training company, additionally serve work-based learning students. The major faculty partners within ELTAC are BES and HLS.

Coventry’s mission is that of being a business-facing university. Our learning and teaching emphases are therefore on educating students for employment, inducing creativity, developing commercially valuable skills and behaviours, developing innovation, business start-ups and self-employment, educating professionals, promoting internships and periods of work experience and so on.

We are a single campus city centre institution but we have a wide range of regional, national and international partnerships. Relative to many UK universities we also have a significant proportion of students whose first language is not English. Most of our courses rely heavily on face-to-face delivery and there is no major drive to make us a leading competitor (regionally or beyond) in the “distance” education market.
The university’s latest learning and teaching strategy (2010-2015) places the responsibility for curriculum design and development firmly with the faculties but also reinforces (via increasing the resource base) the role of the e-Learning Unit (eLU) in promoting change and developing the technology to underpin development.
ELTAC and CUOnline2
CUOnline2 is the umbrella name given to a major programme of work to develop a new learning and teaching technology platform for Coventry University. ELTAC has to fit comfortably within this wider development. CUOnline2 takes as its starting point the notion of unbundling the VLE/LMS. There is a debate within the UK e-learning community over what a post-VLE world might look like. The term “post-VLE” is perhaps a bit misleading, in essence it is shorthand for assessing whether or not we want or need the highly integrated software systems typified by commercial enterprise LMS products to deliver the services learners and teachers want and will use. An extreme wing of this school of thought holds that we should be able to build environments from open source or publically available free tools and services. A more middle-of-the-road approach, such as that of CUOnline2, looks to integrate specialised software systems and tools using a portal and retaining some VLE capabilities through deploying a system such as Moodle.

Our other major linked projects include:

· CUBA (Coventry University Blogging Academics) aimed at providing staff with instant blogs/websites based on WordPress

· CURVE, an institutional repository

· OCEP, the development and exploitation of open educational resources for teaching

ELTAC is clearly linked to all three. CUBA provides an “enhancement environment” as noted below, CURVE provides the content management capabilities and some captured lectures will become open content.
Enhancing Lectures

Lectures are a soft target for criticism. It is easy to suggest that they are an outmoded teaching technology derived from the days when books were precious and the only way that most people could access their contents was through listening to them being read aloud. Nevertheless, there is probably no other form of teaching which is so persistent and pervasive; there are few obvious signs that the lecture is dead or that there is much reason to suggest that it should be killed off. Lectures have, of course, evolved and they exist in a variety of forms and populate a range of environments.

On the other hand, like staple foods, lectures are easily forgotten when new and potentially more exciting ingredients in the learning and teaching mix come along. Who wants to invest in improving the bread and butter lecture when there is the excitement of immersive worlds, the seduction of the iPOD, the social joys of Web 2.0 and the adventure of putting our heads into the various new clouds that keep appearing to entertain us? I suspect the answer is that students would like us to continue to invest in improving them.
Lecture attendance is not compulsory at Coventry University; this is not uncommon in the UK. Perhaps unsurprisingly, lecture attendance statistics are far from impressive, despite the wealth of evidence suggesting that course grades and lecture attendance are often positively correlated. There are a variety of potential reasons why students do not attend lectures as regularly as they might, including the poor quality of some lectures and the pressing need for many students to earn money to finance their studies. The ELTAC project team do not take any view on the wisdom of skipping lectures but accept it as a fact. We also recognise that in an increasingly cost conscious HE environment with a funding regime related to student success there is a very real “bottom line” incentive to improving students’ abilities to access and benefit from lectures.
Coventry University is not alone in recognising that investing in means of improving lectures could result in significant positive payback. There is a network of universities deploying Echo 360 and we have been delighted to host the first two user conferences at Coventry. It has become apparent, through discussion at those events and elsewhere, that the impetus to implement lecture capture systems has come from different institutional stakeholders and the drivers are correspondingly diverse. In some cases lecture theatre managers have been in the van and the drivers have been to improve usefulness of physical space and provide better lecture theatre infrastructure and services. In other cases IT service departments may have taken the lead and the emphasis tends to be on data capture and preservation. In other cases the driving issues have been the costs and difficulties of repeating lectures across locations, for example in distributed medical schools.  In such cases academic administrators are often vocal in promoting the virtues of automated lecture capture. Organisational drivers can include the desire to reduce lecture repeats, improve the utilisation of expensive physical assets (lecture theatres) and maximise the productivity of scarce lecturing talent, including visiting “stars”.
The impetus at Coventry has come from the learning and teaching development community. Our concerns have been to find ways of enhancing the basic student teaching diet (lectures) to improve learning. Our initial central questions were how we might help students revise and what we can do to help those students who cannot extract everything from the single face-to-face lecturing event that they need or want to. This includes students who have difficulties in fully understanding what lecturers are saying but also those who are less good at capturing lectures through notes or whatever means they might be using, whether acceptable or unacceptable/unauthorised. From there it is just a short jump to the idea of trying to enhance lectures in more general ways.
There is, however, one central idea underpinning the ELTAC project philosophy which is worth stressing:

The act of capturing a face-to-face lecture and using it in a different learning context may mean that we have to adapt lecturing practice in some, often subtle, ways.
Rendering this idea explicit is perhaps the key differentiator between the ways in which learning and teaching practitioners approach automated lecture capture compared with those who see the lecture as simply content to be captured, processed, stored and distributed. That is not to say that the other drivers are unimportant or that the ELTAC project ignores them, it is, however, to lay stress on the idea of enhancing lectures. In particular, we are interested in exploring the differences between live and captured lectures and the ways in which captured lectures are actually used (rather than how we think they are) and the potential for linking captured lectures into other learning environments, particularly ones based on social software tools such as blogs.

Issues
ELTAC does raise issues and concerns. Some of these we recognised ex ante, others have emerged during the project and some are supposed rather than real. For example, in the latter case, project data confirms that the observation found elsewhere that capturing lectures does not have a negative effect on lecture attendance.
The major issues can be summarised as:

· Technology problems, particularly with regard to integrations with other key learning and teaching systems (this is usually matter of keeping everything in step)

· IPR issues, both in terms of who owns the IPR in captured lectures and whether or not lecture content infringes third party IPR

· Who decides whether or not a lecture or series of lectures should be captured?
· Aligning lecture capture with university policies

· What do we do about lecturers who do not want to play?

· Why bother with live lectures at all?

· The potential for lecture capture to generate additional unrewarded and possibly unrecognised work for lecturers

· Water Cooler gossip (“soon they will do away with us altogether”)

· Adverse work-load allocation effects (“I used to get time for repeating lectures, now they just use the captured version and I’ve been given more work”)
Technology issues do not feature very heavily in this list although they are deliberately placed at the top. The reason for this is simple – if we cannot get the technology to work then the other issues do not even come into play.  The list, taken as a whole, reasserts the importance of cultural change in implementing lecture capture successfully. It is not simply a matter of installing a few new boxes, doing the wiring and warning IT services that you are about to mount a major grab for storage and streaming capacity. The role of the faculty partners in the project is central to tackling the major issues.
Emerging Models of Lecture Capture
The ELTAC project suggests that there are two main models underpinning approaches to lecture capture; these are summarised in the table.
	Utility Model
	Resource Model

	Warts and all recording
	Higher production values

	Throwaway
	Legal/IPR/QA concerns

	Private
	Reusable

	Supplementary
	Repurposable

	Support material
	Sharable

	
	Pedagogic insertion

	Examples: revision; emergency planning
	Examples: Learning Objects; cohort management; distance learning, active learning (wrappers)


The utility model holds that captured lectures are used for short-term purposes, for example to help students revise or fill in lectures they have missed. Such lectures are only intended to be seen by the students on the course in which they feature and will only be kept until those needs have been satisfied and will then be removed from the system. Such lectures are captured just as they happen and are a supplementary service. Capture does not raise any new IPR or quality issues
.

If, however, we seek to add significant and enduring value to lectures through capturing them then we need a different model. It may be that we need higher production values than can be achieved in a simple automated capture situation. Such production values might not be confined to recording and editing but could also embrace the performance aspects of the lecture. Legal and quality issues come to the fore if the lecture is to be reused outside the original context of the particular instance of the course on which it originally featured. Anticipating re-use, sharing and different contexts may require the “insertion” of explicit consideration of pedagogic issues. In essence captured lectures become “Learning Objects” and need designing as such. The resource model sees captured lectures being used in active learning situations rather than the more passive mode inherent in the utility model. Active learning can be promoted through “wrapping” the lecture in a set of related activities, perhaps managed in a blog environment.
We can expand these ideas diagrammatically. The two models (utility and resource) imply different pedagogic approaches; the resource model requires active consideration of lecturing pedagogy whereas the utility model assumes the status quo. Implementation of the resource model can only be achieved in the context of proactive staff development. Comparison of the two models also throws the trade-off between the value of captured lectures (as assets in the resource model and throwaway consumption in the utility model) and the effort which needs to be put into the capture process by the lecturer and others (none in the utility model, potentially considerable in the resource model).
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Staff Development 
 Staff development takes two main forms; workshops for staff intending to capture lectures and development of a staff development support website. Workshops are all-day events, although the reality is that these may not be long enough and, ex ante, the short duration may tend to reinforce preconceived staff views that “there is nothing much to it” where lecture capture is concerned.  However, even after a short period of development staff gain an enriched and problematised conception of the issues and pedagogic implications of lecture capture. Our experience of running the workshops is that the “nothing to learn/just do it” approach to automated lecture capture reinforces the utility model and reduces the possibility of exploiting the wider affordances of the technology.
The scope of the workshops is:
· Practical issues (administration; tips; how-to get things done)

· Delivery issues (lecturer movement; audience involvement; use of voice etc)

· Copyright, IPR, ‘ownership’ of lectures
· Impact of ELTAC on teaching/learning community

· Local and university policy on lecture capture
· How staff can give feedback to the ELTAC project 

· Practice: scope of camera; viewing angles; using a visualiser; room layouts etc
· Concerns and how to represent them (eg copyright; privacy)

We have found (as in several other cases) that staff development workshops work best when they are conducted in course team or other natural groups. Workshops have been important sources of feedback, opportunities for investigating how people want to use captured lectures and for identifying issues which need resolution and “problematics”. For example IPR and copyright issues are always major discussion topics. However workshops have also proved useful catalysts to get staff to reflect on the purpose of lectures and their style of teaching.
Workshops have also provided valuable material to populate the staff development website.
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ELTAC and the Coventry University Business Model
So far we have concentrated on the learning and teaching aspects of the ELTAC project. However universities are, and increasingly obviously so, businesses and university senior management teams also tend to want to know what the business benefits will be of investment in new learning and teaching technologies. Such questions will be asked even more pointedly in the current economic climate. It may also be that the denizens of the university C-floor may have caught up with the “no significant difference’” debate and be somewhat sceptical of educational developers’ claims for the undoubted benefits of the latest hot development in learning and teaching technology.
Coventry University is in the midst of a new build programme. An important part such plans naturally concerns the design and technical specification of teaching spaces. We are also seeking ways of further expanding our overseas student business, both by bringing more students to Coventry and by developing greater presence in other locations (including London, a popular destination for international students) either in partnership with existing colleges or via direct provision. As a business-facing university we also need to develop presence in workplaces and provide a more flexible academic programme. Lecture capture has an important role to play in all these areas of business development through expanding the reach of a core part of our delivery and enhancing our marketing presence through exposing captured lectures CURVE and the university’s YouTube and iTunes channels.
� This is not the same as saying that there are no IPR issues, capturing lectures often brings such issues out into the open – but they were there anyway.





	ELTAC
	2



