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Summary

The committee’s brief
 was a wide ranging one. The committee focussed on what it considered to be achievable goals and policies for UCD. The committee supports the development of e-learning initiatives at both undergraduate and graduate levels. The committee believes that such developments can have significant benefits in terms of enhancing student learning, creating new programmes for distance learning which in turn will generate income for the university, generating cost savings in the delivery of certain programmes and as a marketing channel for the UCD programmes.

Three developments took place since the formation of the committee: 

1. Appointment of two Educational Technologists in UCD Teaching and Learning, who will initially be deployed to work on strategic e-learning initiatives in the College of Life Sciences

2. Restructuring of undergraduate teaching in the Quinn School of Business 

3. There has been some substantial work done on studying room scheduling with the goal of increasing flexibility, and in some areas of making classrooms that are managed locally accessible for general scheduling. 

4. The committee was asked to consider iTunes U as part of its brief

These developments are addressed in the recommendations and discussion below. 

It was agreed by the group that e-learning will require a significant commitment from the University in terms of both staff time and financial resources. Recommendations 11 and 12 deal with current and proposed e-learning initiatives that can be used as pilots to provide realistic estimates of the time and financial resources required to deliver such initiatives. However, it should be pointed out that it is not prohibitively expensive to deliver these initiatives as evidenced from established courses in Computer Science and in Rural Development. 

It must also be noted that more and more students are requesting access to learning content via "mobile devices" such as the iPhone, iPad, and Google phone. This trend must be taken into account when developing future e-learning services.

iTunes U 

iTunes U (iTU) is an initiative from Apple where users can download free educational content from the world’s leading universities such as Cambridge, Yale, Stanford, UC Berkeley, Oxford, MIT and hundreds of others. The content, which includes course lectures, lab demos, sports items and campus tours, comes as audio and video files. Each institution can decide whether to make its iTU content available only to its own students or to the world at large (or a combination of both).

The group agreed that there is significant benefit to UCD in developing a meaningful presence on iTU which allow UCD:

· To more extensively portray the university's academic excellence by hosting a range of specifically produced audio and video clips. These would profile degree programmes, new research/emerging areas, major lecture series/conferences, presented by UCD staff and high profile visitors to campus. 

· To have an additional channel for the existing multimedia material produced by University Relations which is currently used on our website and via social media channels. This is in line with University Relations' strategy to increasingly present UCD news items in a multimedia format and to interact with our target student population via video and social media sites in pursuit of our recruitment targets.

 Recommendations

1. E-learning should be regarded an integral aspect of Teaching and Learning and as such fall under the responsibility of the Deputy Registrar for Teaching and Learning. However, given the important role that e-learning can play, it may be worth considering creating an academic assistant to the Deputy Registrar to champion and coordinate e-learning activities in the medium term.

2. UCD Teaching and Learning (UCD T&L) should take the lead role in the support of e-learning provision in the university. 

3. There should be very close collaboration between IT Services and UCD T&L regarding the provision of support for academic activities.

4. It will be essential to hire instructional designers/educational technologists to enable the delivery of the university’s e-learning strategy. Ideally, these would be resources for the entire university, managed centrally by UCD T&L. Where colleges/schools have the budget to fund e-learning development locally, an educational technologist could be deployed from the central unit to work on the agreed project(s) for a defined period of time. Central coordination will also facilitate the sharing of best practice and will assist the university as a whole. In addition, the role and reporting structure for existing instructional designers/educational technologists needs to be clarified.

5. The university should harness the massive potential of its student (and postdoctoral) population in the provision of e-learning support. The student body (graduate and late stage undergraduate) is a very significant intellectual asset that remains largely unused in the development of teaching resources. Veterinary Medicine has very positive experience of using students to support academics in the development of teaching resources.  The idea is that one or more students in a particular discipline will work with an instructional designer to support an academic in that discipline. This will benefit both the students in the experience they gain, the academics in the time saved and would enable instructional designers to support a larger number of academics. The key point to be noted is that academics need active support and assistance from people who will actually carry out tasks for them and with them as opposed to direction in how they could carry out the tasks themselves. 

6. The group suggests that the university establish a central repository for learning objects in UCD similar to what the National Digital Learning Resources repository (NDLR) have done on a national level. This repository should facilitate the sharing of digital content in UCD (including research projects content), give all in UCD a view of the type of content that is being developed/in-use to facilitate sharing of best practice among staff. This repository would feed the different channels for communicating with academics and students e.g. public web access, Blackboard, iTU, NDLR and so on. The university also needs to establish as to how best to interact with NDLR given that UCD staff are contributors to the NDLR. In the short term, it is worth investigating whether Blackboard modules should be opened up to all students and staff - currently, only students registered to a module may access the resources for that module. 

7. The committee identified in its conversations an issue in the differences between the relative standardization of equipment in centrally supported classrooms, versus wide variability in the others. Teaching with technology would be facilitated by having a predictable array of services/equipment in classrooms. Further investment in classroom infrastructure will be required to support e-learning provision, in particular there is a need to have more lecture capture facilities across campus which will facilitate the capture/development of digital content.

8. Schools and Programme Deans should be asked to consider the feasibility of introducing e-learning online provision in undergraduate degree programmes, in particular where there are popular modules with problems of insufficient capacity. 
9. It was felt that it would be very difficult for a university committee to set meaningful targets for individual schools/programmes and that a one-size-fits-all model would be unsuitable. The Group agreed that it was more favourable to have online learning available as part of traditional programmes, rather than moving towards fully online programmes at least in the short term. A focus on enabling more interaction and more contact with students was preferable, particularly at undergraduate level. 

10. In order to encourage greater academic involvement, it is suggested that UCAATP consider explicitly incorporating e-learning activity into the promotional criteria. This would have to be done in such a manner as to foster a positive and constructive involvement as opposed to a “ticking the box” approach, which might have a negative impact.

11. The induction and mentoring process for new academics should be developed to support them in the adoption of suitable e-learning activities appropriate to their discipline.

12. Colleges and schools should develop an e-learning strategy to identify the potential of e-learning to enhance current undergraduate and graduate programmes, to create new CPD and graduate e-learning programmes, to bring about cost savings, and to inform the overall University strategy and planning for centralised support services. A number of initiatives are underway in Veterinary Medicine, Nursing, Rural Development and Computer Science. Two of these are already generating revenue streams for the university. 

13. The restructuring of undergraduate teaching in the School of Business may offer an opportunity for the university to explore the potential of e-learning in a campus-based undergraduate programme. The School of Business could develop a pilot project for evaluating the potential of e-learning in their restructured programme.

14. UCD should establish an iTU site to take advantage of its potential as a significant opportunity to develop and enhance both e-learning and marketing/ promotional activities.

15. A gatekeeper role of UCD's presence on iTU is vital. The Group recommends that University Relations is best placed for the gatekeeper role to monitor the quality of the promotional materials presented on iTU. In addition, academic champions will be required to promote and lead in the delivery of e-learning materials as well as ensuring the academic quality of these materials. 

16. The Group supports the provision of financial resources to deliver iTU the project. It will not be possible to participate in iTU in a manner to do justice to UCD without the commitment of adequate funding. The Group feels that UCD should not proceed with an iTU initiative unless sufficient funding is available. This initiative will require a minimum of one additional full time person for University Relations at a total cost of approximately €75K per annum as well as a "production budget" of the order of €75K per annum for promotional material. Resources developed under the university’s e-learning strategy should also be taken into account, but not necessarily as an iTU cost. For example, if the Quinn School undertook the pilot suggested in Recommendation 12 above, it would be possible to use some of their e-learning resources as part of the learning content, for iTU. Similarly, resources developed in Computer Science, Nursing and Veterinary Medicine, could be made available.

17. While there are various materials that could be put in place quickly (University Relations has of the order of 70 items), it is essential that a "flow" of materials be added to iTU on an ongoing basis. The Group recognises that this is not an issue for UCD in terms of sourcing potential materials because we are richly endowed with a wide breadth of resources from diverse areas such as folklore, archaeology, literature, music, the sciences and so on. However in order to ensure a "pipeline" of high quality materials for iTU for several years to come, a significant commitment is required from the University in terms of staff time and financial resources.

18. It is important to build on and learn from the existing efforts of UCD staff such as that of the successful Scholarcast podcast series. This high quality series is downloaded 3,000 times per month and is also available on iTU. The Scholarcast model has potential within the wider university to deliver important education, research and external communications outputs. Scholarcast has been successful in persuading staff, many of whom were initially reluctant, to contribute lectures in digital format. The expansion of the Scholarcast initiative is currently limited by a lack of resources but is an obvious candidate for support in a new e-learning strategy.

19. The Group suggests that a bottom-up approach whereby academics are encouraged to record one or more of their lectures could be a very fruitful source of materials for a central repository and for iTU. This approach could in time become standard practice, so that most staff in UCD would record some (possibly all) of their courses for use in UCD e-learning initiatives. 

20. The Group suggests that University Relations and UCD T&L draw up guidelines and create workshops to support staff who wish to develop e-learning resources. These would cover issues such as whether audio alone or video is appropriate, use of recording equipment, how to deal with questions, use of copyright materials, avoiding reference to non-relevant local matters such as room locations for tutorials and so on.

21. It should also be recognised that non-academic staff may also be able to provide valuable materials for e-learning and promotional activities. All staff in the university should be actively encouraged to contribute to the university’s efforts in these areas.

Conclusions

E-learning and an iTU initiative have the potential to significantly enhance UCD’s educational and promotional activities. It is very important to understand that these are complementary initiatives. A significant investment in and promotion of e-learning more generally, is required for a successful iTU initiative.

In these difficult financial times, such initiatives offer opportunities to increase revenue via new online programmes and to preserve our course portfolios by providing online offerings of specific strategic modules, where, for example, retiring staff cannot be replaced in schools. The “preservation” of such intellectual capacity is a worthwhile initiative in itself but can also be a significant aspect of the e-learning initiative.

College principals, deans and heads of school should be encouraged to engage with all staff to explore how these initiatives can be developed in the different sectors of the university. This activity could be coordinated by the Deputy Registrar for Teaching and Learning.

The Group gratefully acknowledges the excellent support provided by Ms. Elizabeth Condon throughout the project.
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Terms of Reference

1. The Strategy Group on E-learning and Digital Media  is charged with establishing a strategy to use e-learning and digital media to further the core mission of the university.

2. The strategy should include:

a) a vision and strategic objectives;

b) an action plan, including immediate, short-term and medium-term actions;

c) recommendations as to the appropriate structures and re-allocation of resources required to realise the strategy and implement the action plan.

d) budgetary recommendations to implement the strategy

3. The Group should consider the potential to use e-learning and digital media to

a) enhance learning;

b) deliver flexible teaching programmes;

c) recruit students;

d) profile the university and its education, research and other activities;

e) support knowledge exchange and co-production;

f) engage the wider community;

g) build support for the mission and activities of the university.

4. The Group should have regard to the linkages and distinctions between the uses of digital media to

a) support learning and knowledge exchange

b) profile the university

c) attract talented students

5. The Group should be mindful of the need to ensure that an e-learning strategy is grounded in proven teaching principles and practice, supportive of staff initiative and aligned with the objectives of the UCD Strategic Plan 2009-13.

6. The Group should report no later than mid-May 2010.

 Group Membership

Prof Joe Carthy – Chair
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David Jennings  - UCD Teaching & Learning- Rapporteur


Prof Grace Mulcahy (Veterinary)
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Dr Maria Meehan (Maths)
Prof Barry Smyth (Computer Sciences
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Mr Seamus Shaw (IT services)
Mr TJ McIntyre (Law) 

Dr Aidan O'Sullivan (Arts/CS)

Dr PJ Matthews  (Arts/CS)

Dr Michael MacDonnell (Business)

Ms Elizabeth Condon (Academic Secretariat)

Dr Joe Brady, Dean of Arts

� The terms of reference of the group and its composition are outlined in Appendix 1.
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