Introducing the LIW Scheme
"LIW for academics" developed an existing Location Independent Working (LIW) scheme operating within the University’s wholly-owned commercial company, Coventry University Enterprises Ltd. (CUE) to make it suitable for staff in a HE environment. 
What is Location Independent Working (LIW)?  We define LIW in the following way:
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This report describes how the scheme was developed and implemented.
The original goals of the project

The project set out to align the cultural change necessary at individual, departmental and institutional levels with the application of tried and tested technologies to develop a comprehensive e-working scheme for university staff.  The aim of the project was to demonstrate that LIW can bring significant benefits to academic and non-academic  staff in the HE environment, their employers and their students and to build an LIW framework that can be adopted by other members of the JISC community.
At the outset, we believed that the project would realise the following set of benefits:
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We believed that the scheme would deliver compelling benefits to individual, host institutions and the environment.
For the individual, the project aspired to deliver improved work-life balance, lower stress levels, reductions in travel and commuting times and consequent reductions in travel costs and formal acceptability of home working.  The project also sought to improve the teaching experience by providing access to teaching innovation.
For the employer, benefits included a more flexible work-force, provision of an additional recruitment incentive, reduces absenteeism and stress, space savings and easing of pressure on car parking.

More widely, for the community and environment, the project was designed to deliver lower carbon footprints, reduce transport burdens and inspire teaching innovation.
How was the scheme developed and introduced?

The Location Independent Working Scheme for the university was developed and introduced in collaboration with a wide range of university stakeholders.  The diagram below illustrates the nine staged process that has been adopted in progressing the scheme.
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Figure 1:  The LIW development and introduction process.
Consultation
A wide group of stakeholders were consulted in order to determine the scheme parameters, policies, the LIW package and necessary support infrastructure.  Discussions were held with the following groups:
1. CUE scheme experts

2. Dean and associate deans and other senior decision makers
3. Heads of department (departmental managers)

4. BES staff (academic and non-academic staff)

5. IT support group
6. Facilities management team

7. Project support team

8. instructional design team

9. Human Resources

10. The training team

11. Unions

These discussions enabled the scheme to get early buy-in as well as creating provision which was fit-for-purpose and financially and practically viable.  As a result of this process, we developed the roll-out process, LIW package, parameters for working LIW, policies and guideline, facility requirements, IT support infrastructure and the training requirements.  
A decision was made to deploy a phased introduction consisting of four cohorts with 10 participants in each.  The first cohort started the scheme is January 2008, the second in April 2008, and the third and fourth in the Autumn term, September 2008.  A timetable was put in place for the roll-out of each cohort.  This included briefing, expressions of interest, decision making, training and start-up schedules.

A number of methods of selecting participation were reviewed.  These included nominating a set number of individuals from each department, selecting entire teams to trial the scheme and voluntary opt-in.  Voluntary opt-in was considered to be the most appropriate for a number of key reasons.

In order to have a true reflection of LIW, participant offices were locked during the trial period and a small filing cabinet draw was allocated to each person for storage.

Briefing

Before advertising a cohort roll-out, all interested persons were invited to a series of lunch time briefing sessions to find out more about the scheme, expectations of working LIW, and how the process works.  The briefings were given by the Project Director, David Morris and the BES faculty champion, Prof Denise Skinner.  These briefings gave an opportunity to individuals to find out more and pose questions about the impact and structure of the program.
For the final two cohorts, the briefing was videoed using Echo 360 technology and placed on-line on the project web-site together with participant testimonies on vod and pod casts.  This enabled interested people to access the briefing whenever and from wherever they wished.
Expressions of Interest

Following the briefings, a call was sent out to all staff for expressions of interest to join the scheme.  A deadline for submissions of EOI's was also set together with a published timeline of the process.  

In the first two rounds, the Expression of interest call was sent out by e-mail to all staff and submissions made by completing an on-line form which was linked to the e-mail.  In later rounds, a call e-mail was circulated with a link to the website, from which  the expression of interest form, briefings material, testimonials and discussion blog were all accessible.  The expression of interest form contained a series of questions which enabled the team to collect baseline data for evaluation, safety information and views on suitability for the scheme.
Decision Making

Once the EOI's had all been received, applications were reviewed in the following three staged decision making process: 
1. Review against appropriateness of role for LIW:  Is the job suitable for LIW?  For example, is it a directly customer facing role which required physical presence during set working hours? or is it a role that can be performed equally well independently of location for a proportion of time?
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2. Consultation with line managers:  Line managers were consulted about employees participating in the scheme.  Where concerns were raised, line managers were challenged about these concerns and asked to discuss these directly with the applicant.
3. Formal offer to join scheme:  Once an agreement was arrived at, applicants were informed of the decision and where accepted, formally offered a place on the scheme subject to a set of terms and conditions.
Training

All participants and their managers were required to attend training sessions.  This was fundamental to the schemes success and helped to instigate a cultural change in the institution.

The participants attended  Location Independent Working training which informed them of how to work safely and efficiently from multiple locations.  It enforced the cultural change that is required in order to be able to work effectively, including: how to manage communication, minimise disruptive impacts on colleagues, embrace new ways of working and develop new techniques for delivery. Participants were also trained on how to get the most from their new technologies and  were provided clear guidance on expectations of the scheme.  We did see some participants opt out of the scheme following training, due to expectations being made clearer.

Managers attended Location Independent Management training specifically designed for managing location independent working.  They were informed of the parameters of the scheme and the guidelines of expectations that were issued to participants, and coached on how to manage be objectives.  Importantly, this was also a forum for managers to openly discuss their concerns, if any about managing location independent workers.
Terms and Conditions

As soon as participants have completed their training, they are issued with the formal LIW policy, Handbook and Agreement Letter and are asked to sign the terms and conditions agreement letter for formal inclusion to the scheme.  The handbook contains information on all of the practicalities of the scheme; the policy defines the parameters and expectations and the Agreement Letter ensures that participants sign up fully to the terms and condition. Terms and conditions included compliance with the following:

Before start-up, LIW must:

· Complete an expression of interest form
· Undertake a risk assessment 
· Attend relevant training
· Agree objectives and arrangements with managers
· Sign a location independent working agreement
During LIW employees must:

· regularly review the LIW arrangement with managers
· participate in team meetings
· inform their manager of any changes
· not increase the workload of colleagues 
· not conduct meetings within their homes
· make suitable arrangements for child/dependent care
· be flexible with days when present on campus
· maintain appropriate communication via Outlook and CUOnline 
· provide feedback
Managers  will:
· communicate regularly with staff

· set objectives in agreement with staff

· deal with any issues raised 

· regularly review the LIW arrangement

· have regular progress discussions with staff 

IT Consultations

Once participants had formally signed up to the scheme, they were invited to an individual IT consultation where they were able to discuss their IT needs with the IT manager.  The terms of the package were once again made clear and a decision on which connectivity method was agreed upon to match individual needs.  A form was completed and copies shared to agree the package details.
The Package:
	Component
	Options

	Connectivity
	· USB Broadband Stick, or
· Broad band (standard installation), or
· Own provision

	Contribution
	· £2 / week contribution

	Phone
	· Smart phones

	Chair
	· 5* ergonomic chair

	PC
	· Laptop, webcam and headset

	Printer
	· Standardised inkjet colour printer/ scanner/ fax

	Trolley bag
	· Standardised trolley bag

	Router
	· Wireless router provided with broadband installation

	Accommodation
	· Access to Hot desk/ interview space

	Support
	· Faculty IT Technicians; LIW Handbook; Dedicated online ‘blog’


A record of all equipment details including phone and dongle numbers should be maintained by the IT manager.  Once agreed upon, equipment and connectivity mediums were ordered ahead of start-up.
Set-up and Start-up

Participants were now ready to start the scheme.  Most participants opted to collect the equipment from the university and self set-up at home.  Some home visits were made to set-up. The facilities were also opened to accommodate campus LIW.
Evaluation

Once on the scheme, all participants and managers were interviewed as part of the evaluation process.  Each participant was interviewed at the beginning, middle and end of the 3 month trial period to grasp issues early and identify changing trends.  In the first interview, participants were asked about their expectations and concerns for the scheme as well as collecting specific baseline data.  In the mid-term interview, participants were asked about their experience of the scheme so far.  They were asked to identify issues and for observations of changing behaviours.  In the end of trial evaluation, participants were asked for a full review of their experience of the scheme and asked whether they would like to continue on the scheme or opt out of the scheme at the end of the 3 month pilot phase.  Quantitative data was also gathered to access changing trends.  Managers were interviewed on a one to one basis at the beginning and end of the pilot phase.  
The full results from these evaluations are presented in the Final Evaluation Report published by SURGE, March 2009.  By implementing a rigorous evaluation process from the beginning of the project, we were able to identify issues early on and make modifications to the scheme before rolling out the next cohort.
The process for participants:

From a participant perspective, enrolment onto the scheme involved the following process:
· Voluntary opt in

· Expression of interest 

· Decision on those to be included

· Training for participants and managers

· Individual consultations (new)

· Formal agreement to terms and conditions

· Equipment set-up and start-up

The Rates of Uptake:

The diagram below illustrates the levels of interest at each stage.
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Lessons Learned
Having administered this trial, we have learnt a number of lessons.  The following is a list of some of the factors that we believe are critical to the successful introduction of an LIW scheme.
1. Have a senior champion who is LIW

2. Voluntary opt-in is important for acceptance of the scheme

3. Create the LIW spaces early on

4. Big spaces foster multi-disciplinary dialogue; small spaces facilitate team dynamics

5. A formal system increases acceptability

6. Training is important

7. Myth busting: wide communication of the scheme should be undertaken

8. Process for storage of university owned material
9. Some people volunteer for hidden reasons

10. One size does not fit all; some flexibility is needed

11. Experimentation is important to get the scheme right

12. Excellent support is vital

13. Some people need help to manage the technology
14. Timing of introduction is important - it should not be seen as a space saving solutions in the face of adversity

Dina Shah, Project Manager, April 2009
