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1.0 Overview

The HERON (Higher Education ON-demand) project was established in 1998, initially for three years, and arose from the eLib Phase 3 ‘project into service’ strand. It was created to offer improved access for students to recommended study materials, using alternatives to traditional library provision, which had long been regarded as inadequate to cater for innovative course requirements and the emerging student markets. HERON grew from the findings of earlier eLib on-demand/electronic reserve projects, which indicated that the conditions required for increased provision and use of electronic texts in higher education were:

1. Streamlined copyright clearance procedures, preferably through a one-stop shop

2. Reduced or shared costs of digitisation

3. A critical mass of high demand, high quality material in electronic form

4. Integration of the use of electronic texts into teaching and learning

5. Appropriate institutional support and IT infrastructure.

The aim of the project was to discover whether it was possible to provide the first three of these requirements and also to offer Higher Education Institutions (HEIs) support on the two final issues.  HERON also aimed to demonstrate that such a service could be commercially viable.

1.1 The HERON Partners

The HE partners were the University of Stirling (lead site), Napier and South Bank Universities. During the first three years, Blackwell Retail Ltd was a funding partner. Blackwell Information Services Ltd also participated, but withdrew at the end of the first year on the formation of the new joint venture Swets-Blackwell. The university partners formed a legal partnership to operate the service from July 31st 2001.
1.2 Other external collaborators
HERON negotiated agreements with the Copyright Licensing Agency for a significant proportion of copyright clearances, and was (uniquely, to date) designated as a Trusted Repository by the CLA for digitised files. It also had a legal agreement with Riley, Dunn and Wilson for digitisation, and a less formal agreement with the British Library Document Supply Centre for supply of original copyright cleared documents in a particularly specified format. The processes became more streamlined as the project progressed, and on the whole worked very well, to the advantage of all parties. 

The Project benefited enormously from the support of members of its Advisory Board. As well as representatives of the Partner Universities, these included Chris Rusbridge (University of Glasgow), Phil Sykes (University of Huddersfield, also Chair of the HERON User Group, Jonathan Darby (University of Oxford), Charles Oppenheim (Loughborough University), and Jane Core (then at the University of Abertay).

In its final (extension) year, the HERON Partnership appointed a consultant, John Cox, to create a business plan for HERON. This was a key factor leading to its acquisition by Ingenta. Ingenta and HERON worked in parallel over the transition to a fully commercial service, and Stirling continued to host some of the copyright staff seconded from Ingenta, until the end of 2002. 

With regard to use of the digitisation subsidy, we collaborated with the Association of Business Schools over a survey of user priorities in the business studies area, and we also digitised a set of some 250 articles deposited by the Royal College of Nursing at South Bank University. 

Legal negotiations were often complex, particularly with the CLA and Ingenta. The University of Stirling’s Enterprise Unit (SURE) handled negotiations with the latter.

The Loughborough-led PELICAN project under Charles Oppenheim ran in parallel with HERON for 12 months, until October 2001 and there were useful synergies between the two.

There were also helpful exchanges with the European Union-funded project TECUP, with HERON licensing and relations with rightsholders and their representative bodies receiving special attention. 

We should also count as collaborators the fifty institutions which became HERON members: through meetings and email, much experience in developing in-house text delivery services was shared. Finally, we contacted some 1300 rightsholders for permission to use copyright material.

1.3 Development of the Service

After a year’s development work (1998/9), the service was launched and operated under its JISC banner for three years.  In that short period HERON moved rapidly from its pilot year (with initially only 5 members) into a successful and streamlined copyright clearance and digitisation service with 50 subscribing members. HERON is now a major provider of content for the HE sector, and has indeed created a successful centralised copyright clearance and digitisation service for the provision of electronic texts. Member HEIs deliver these texts to their students, usually through the electronic equivalent of library short loan collections (e-reserve), or within Managed or Virtual Learning Environments (MLE/VLEs). HERON is building up a resource bank of digital files for cost-effective re-use, supported by its status as the Copyright Licensing Agency’s only Trusted Repository. HERON further fulfils its aims by offering active support to its members in this new and developing field through the HERON User Group (HUG), lis-hug, the HERON User Group JISCmail list, as well as through direct assistance by phone and email, and presentations to staff in member universities.

1.4 Commercialisation
JISC extended HERON funding to a third year of operations (fourth project year), to allow more time for commercialisation to be pursued and we have worked with John Cox, an internationally respected consultant with a background in publishing, who concluded that HERON was nearing commercial viability and that opportunities to create an ongoing and successful business did indeed exist. The Report included a Business Plan for HERON.  John Cox was then also retained to make some initial approaches to potential partners on HERON’s behalf. Of these, an alliance with Ingenta plc held out special promise since there are clear synergies between its other operations and HERON. Ingenta plc acquired HERON on March 29, 2002, and operated  the service from then, with continuing JISC funding for the HE-based teams until the end of July.   On 1 August, four HERON staff transferred to Ingenta plc in Oxford, and the transition was finalised. 

2.0 Aims and objectives

These are given below, with brief comments:

2.1 To create a successful, new learning/teaching information service to benefit all UK Higher Education stakeholders.  

Achieved: as of 31 July, 2002 there were 49 HEI members, and 1member from the FE sector. Membership was extended to the FE sector in June 2002, and there is evidence of considerable interest. A key feature is that users can request any material: they are not limited to content from a pre-selected subset of commercial publishers and rightsholders, as is the usual practice of other electronic content providers. Service and systems have been tailored to the needs of members.

2.2 To create a sustainable business model in exchanging rights and access to electronic educational material for payment by licence or transactional fee to rightsholders. 

Achieved, although copyright fees are still widely considered to be too expensive for fullscale implementation in HEIs and FE colleges. These costs were largely borne by academic libraries and through project funding within institutions. This is beginning to change and increasingly academic departments are contributing to costs.  In time, and when appropriate charging systems have been developed, we anticipate a culture shift with students paying directly for some texts. HERON and PELICAN have raised awareness of problems with current copyright payment models.
2.3 To build a viable bridge between the research and development focused, 100% JISC funded OD/ER projects and the commercial market that operates in the UK. 

Achieved, with the acquisition of the project by Ingenta plc. 

2.4 To create a national electronic resource database of world class standard and

 interest.  

The project aimed to achieve this by:

-   Developing a national database of records of retro-digitised material and electronic text. 

The database has been built and can be searched by both HERON users and those who would like to know more about the service and what it has to offer. 

-  Providing pointers from the database to other major resource banks of digitised text (e.g. at publishers’ own web sites and the British Library)  

With the withdrawal of Blackwell Information Services from the project, it was not possible to develop services directly in collaboration with publishers. However, this work will be taken forward by Ingenta, and the catalogue expanded as planned. In any case, until very recently, publishers have not been prepared to deal in fulltext books (apart from reference works).

-  Building a resource bank of commercially published book chapters and journal articles retro-digitised on request by HEIs  
Achieved. As of 31 July, 2002, the resource bank contained over 13,000 records, based on user requests and pre-digitised items.

-  eLib project material (with extended licenses) and HEI-owned electronic text.”

 It was eventually decided only to include texts which were specifically

 requested by HERON users. Redigitisation would have been required as in the

 majority of cases files were not in the format emerging as the standard

 one permitted by publishers; further, completely new clearances would

 have been required for the files to be offered through the HERON service. 

 Generally, other eLib projects preferred to store digitised materials at their

  lead sites although they shared their bibliographic data with HERON.
 We have not proceeded with HEI-owned texts for two reasons: although we

  were  aware from the start that there would be issues of copyright and

  quality to deal with, it became apparent that to do so would require

  additional staff resource which could not be spared. The scaling back of 

  Blackwell’s involvement meant that we could not offer HEIs a ‘shop-

  window’ for their products with the likelihood of early return.
2.5     Negotiating agreements directly with publishers in order to offer as early as
possible a range of materials either in electronic form or available for digitisation

on-demand. 

As stated above, the withdrawal of Blackwell Information Services prevented the development of mandates directly with  publishers. We expect that Ingenta will be     able to secure many direct mandates with publishers, and direct supply of electronic text.

 2.6   Collaborating with the CLA in the development of a transaction-based electronic  rights clearance service for HE.

 Achieved. HERON has the sole CLA-designated Trusted Repository.

  The HERON Project is one area where there has been productive 

  collaboration between the CLA and the HE sector. The bulk of the

  CLA’s income for digitisation fees comes through HERON.

  2.7  Setting up a closed subscriber group of HEIs which will use the database to

 identify and request digitised material.  They will be required to accept certain

 terms and conditions relating to security in the use of such material.

 Achieved; HERON created a licence which set out the necessary terms and

 conditions to satisfy the majority of rightsholders that their material

 would be managed and used in a secure and responsible manner. A User

 Group was also set up, with 2-3 meetings a year, and about four

  training days per year. Facilities offered include secure web pages with

  licensing information and a closed electronic discussion list.

  2.8    Facilitating requests for digitisation of additional material at competitive rates. 

Achieved. Original extracts are usually supplied by the BLDSC. HERON initially undertook its own digitisation but as numbers of requests grew, the work was outsourced. We found that few companies were prepared to digitise short extracts; however a deal was concluded with Riley Dunn and Wilson for text images at less than 30p per page. Quality assurance and mandatory cover sheets continue to be supplied by the HERON Technical Unit. 
 2.9  Marketing the national service and promoting vigorously the potential of on-

      demand and electronic reserve within HEIs.

 Achieved, as demonstrated by the current membership figures, and

 activities listed below in sections 3 and 7.

3.0  Activities  

HERON Activities fell into 3 main categories (apart from project management and direction): Copyright and publisher relations, Technical, Liaison and marketing 

3.1 Copyright and publisher relations
From its inception, HERON worked closely with both Rightsholder Representative organisations (RROs) and directly with publishers and other rightsholders.  The CLA announced its intention to license retro-digitisation just before the HERON Project started and this was followed by a formal agreement between the two parties. This allowed HERON to adopt a dual approach, and to handle clearances in the most cost-effective way.  The agreement allowed HERON to clear in bulk via the CLA (our first resort) and led to the designation of HERON as the CLA’s only Trusted Repository for holding copies of pre-digitised texts. It has also been beneficial for the CLA as a large majority of its digitisation requests have come through HERON, and the CLA was able to save staff resource on various administrative processes – a point to be remembered for negotiations over future collaboration. 

Working with Publishers

HERON initially intended to work towards agreeing mandates with individual publishers to allow clearance of their own publications without further reference to them. This part of the project was carried forward by Blackwells whilst they were working as part of the HERON consortium.  Although a draft mandate was developed, Blackwells were unable to finalise any of these agreements; nor were the remaining HERON staff able to take forward this work, after Blackwells left the consortium. 

As a result HERON has worked with publishers on a case by case basis, where the CLA did not have relevant mandates or the requesting HEI had special needs. For instance, the CLA was not permitted to clear images in texts, nor could it license digitisation and storage for printed course pack production, which was occasionally requested by a HERON member. Additionally, the CLA had no reciprocal agreements for digitisation with the RROs of foreign countries, unlike the situation for photocopying. 

Although the process was time consuming, it has been beneficial in developing useful connections in the publishing sector. HERON’s unrivalled experience was immediately seen by John Cox to be attractive to potential investors. HERON was also able to influence publishers’ thinking on rates and payment models on a number of occasions. There were at least two major publishers who significantly reduced prices following persuasion from HERON. The Publishers Licensing Society (PLS) has sought revised mandates from its members and, taking into account the lack of success of the ‘flat fee’ model, as demonstrated by HERON, has attempted to encourage its use amongst publishers by suggesting a default fee of £5 per original page for 5 years, with unlimited use of the material. The new PLS mandate form also allows publishers to categorise its lists in different ways.

3.2  Liaison and marketing

HERON membership has grown from five universities in the earliest months of the project to fifty at the end of its JISC funded period. The Liaison role consisted of vigorous promotion of the project and provision of an enquiry service, as well as providing HERON staff with continuous evaluation and feedback. The Liaison Officer provided direct support for universities by visits, running lis-hug, the User Group mailing list, and organising the HERON training days and HERON User group meetings.

When universities first join HERON they tend to use the service on a fairly small scale, typically to support one or two courses for non-traditional students.  This allows the local staff involved to experiment with the service and find out how it functions and how they can adapt to working with the HERON team and the material they provide.  The length of this ‘experimental’ period can be anything from a semester to a couple of years. As institutions scale up, they become more interested in supporting traditional, campus-based students. Some use HERON exclusively for copyright clearance but others, especially those which already have designated staff in place, continue to provide their own parallel in-house clearances or digitisation processes. Increasingly, use of VLEs is having an impact on digitisation requests. Many subscribers opt to hold HERON materials only within their VLEs as they see this as affording them additional security for the material.
Determining resource bank priorities and use of the digitisation subsidy

Considerable effort has been spent throughout the lifetime of the project on trying to identify overlap in user requirements, and thus priorities for digitisation and storage in the resource bank. At various times there have been surveys of restricted loan titles in member institutions and of bestselling titles in Blackwell’s bookshops. A joint survey was also undertaken with the Association of Business Schools. One of the major problems was that the requirements were usually for bestselling fulltext books, which publishers were not prepared to take the risk of making available. In this area too, we were hampered by lack of Blackwell’s staff for publisher relations work. 

Although it is still difficult to prove overlap in requirements for extracts amongst institutions, this does not invalidate the concept of a shared resource bank. With improved search facilities, and as content in the Resource Bank grows, we expect academics increasingly to browse the database. They have shown their willingness to substitute readily available, less expensive texts where it can be done without sacrificing educational standards. In the arts and social sciences, particularly, academics seek a range of extracts which will offer varying perspectives on a topic, and specific texts are often not essential. 

There is considerable reuse within institutions.

HERON was awarded £83,500 over 19 months from January 2000, to enhance the HERON resource bank. Some £40,000 of the digitisation subsidy remains unspent. The main reasons are: 

· the cost of digitisation fell from around £2.50 to 26p since image rather than text files are currently supplied
· the difficulty in finding a consensus on members’ priorities for digitisation
· some requests were for digitisation of full texts, which publishers were unwilling to grant 
· some publishers would not grant permission to digitise unless usage was also involved.

Nevertheless some 2000 items were added to the HERON resource bank using the subsidy, a majority of which were requests from individual institutions.  This was particularly valuable in the formative years of the project, as otherwise the early adopters of HERON would have felt that the resource bank was being developed for later members at their expense. Extracts cover a variety of subjects, including Health Studies (including Nursing) and Psychology, Sociology, History, Business and Accounting, and Education.
3.4  Technical 
From the outset of the project, HERON’s Technical Unit (TU) was established at Napier University in Edinburgh. Initially staffed by one person, as the project grew, this number was expanded to three full time staff. 

Digitisation 

In the initial stages of the project the TU was primarily concerned with developing an appropriate method of producing good quality documents from sources which themselves varied in quality. Discussions with the British Library Document Supply Centre (BLDSC) at an early stage in the project lead to use of their service to provide copyright cleared copies of documents. Testing was carried out and methods established to process the documents. This decision successfully reduced reliance on handling paper copies from a range of sources and helped HERON to begin to streamline its processes.

In the early stages of the project digitisation was undertaken at the Technical Unit itself. As the number of pages to be processed grew, a decision to outsource this work was taken and after various options were investigated, an agreement to undertake the work was concluded with Riley, Dunn and Wilson Ltd of Falkirk: not only was it conveniently located, it was one of the few firms willing to handle extracts rather than mass digitisation. 

The initial document format was to be Adobe Acrobat PDF-Normal, which offered searchable yet small files which were processed in-house using Adobe Capture v2. After the first semester’s use, it became apparent that this format was causing problems. The amount of time required of TU staff to quality assure the resulting files became a serious impediment to the development of an efficient service. In addition, a number of users indicated a preference for image files. As a result, a change to Adobe Acrobat PDF-Image files was introduced for the session 2000-2001.

With the move to Ingenta, supply of files is being reviewed, and it is likely that smaller size files will again be possible.

HERON Workflow Database 

HERON’s processes (from clearance to delivery of files) are complex, and became more so as the number of staff involved in delivering the service grew.  In order to manage these processes, the TU manager created a workflow management database. FileMaker was used, as considerable experience had been gained with this database application during the preceding SCOPE Project. Initially it was used to allow TU staff to monitor the progress of documents from ordering to delivery but in 2000/01 was expanded to include copyright workflow processes.  The system also holds the HERON Customer database.

HERON Customer Request system 

By the summer of 1999, Blackwell’s had created a customer request system. Despite the time and effort put into this development, it proved to be inflexible and offered no possibility of further development in response to the needs of either the customers (HEIs) or adapting to the changing work flow processes of the HERON Team itself.  

When Blackwell’s indicated, in late 2000, that they would not continue with HERON beyond July 2001, work within the TU began on designing a replacement customer request system. Development work started in February 2001 and a prototype was unveiled to HERON staff in March. Development was completed in May with migration of outstanding data from the Blackwell’s system taking place towards the end of that month, exactly on schedule.

The new customer request system, now known as ‘HERONweb', was designed specifically to be integrated with the workflow database used by the HERON team. This provided a seamless, request-to-delivery framework. The launch of this new system was accompanied by a dedicated training version which mirrors the original. This has allowed HERON to provide detailed training sessions to introduce new users to the request system. 

Within the TU, during the extension year, a considerable amount of work went into enhancing the features of HERONweb, in particular upgrading the quality of the records so that a publicly accessible, subject searchable catalogue could be made available both to users and to others interested to see what HERON can offer.  

The TU’s final task was the preparation for the move to Ingenta, including setting up servers at Bath University and transferring HERONweb. This work was completed on schedule on 7th July 2002.

4.0 Project management

4.1 Project methodology
The staff were divided into teams: Copyright (at Stirling and Blackwell’s), Technical (at Napier and Blackwell’s), and Liaison, Marketing and HEI Texts (South Bank, Stirling and Blackwell’s). There were frequent cross-institutional meetings (actual or virtual), while the Project Managers met on a regular basis with the team leaders. There was also a Management group, where the Managers met regularly with the Director. Team and Management reports were sent to the quarterly meetings of the Advisory Board, the members of which included representatives of each of the partners, JISC and the User Group Chairman. The original plan was to use a modified version of PRINCE, in conjunction with Blackwell’s RAD based management and development methodology. However as the need to better coordinate the Blackwell’s and HE contributions became evident an in-house methodology was devised, using Microsoft Project for monitoring progress. As the project turned into a service, management was more pragmatic.

An Advisory Board comprising representatives of the partners and of JISC, the Chairman of the User Group, the Director of the eLib Programme and others by invitation, met approximately quarterly. It received reports from the Director, Project Manager and the teams and played an active part in the debates on future directions.

The original consortium agreement was strengthened into a full legal partnership as trading increased and there was a perceived need to protect the partner universities. This followed the final withdrawal of Blackwell’s. 

4.2 Staff
There was a considerable turnover of staff, primarily for personal reasons. 

Confirmation of grant was received annually, and this was disruptive for the project: most members of staff were on annual contracts, and each year went through periods of uncertainty as to whether their contracts were to be renewed. It would be helpful if JISC could give four months’ notice in writing on funding for successive project years. As with most new businesses, an enthusiastic and committed team was essential: the project was extremely fortunate in the quality of its recruits who brought a range of talent and a capacity for long and flexible working hours. Members of staff on part-time secondment within their home institutions experienced conflicting pressures of work, a feature recognised as not uncommon in eLib projects. 

The half-time Project Manager from Blackwell’s spent 2-3 days every fortnight at Stirling, and expended enormous energy in project coordination. He was the main point of contact for HE staff with the commercial partner, and all benefited from the relationship, gaining insights into the commercial and higher education sectors.

Staff were permitted, and in many cases did, take advantage of staff development sessions in their own institutions, as well as JISC events and external conferences. On-the-job training was essential for all new recruits. 

At the end of the project, the four core members of staff transferred to Ingenta. Three staff were kept on at Stirling on copyright duties for up to five months, seconded from Ingenta. This allowed a new team to be recruited and trained in Oxford. Three support staff had fixed term posts which were allowed to expire at the end of July: one secured another post immediately, and one resumed further study.
4.3  Project finance 

Following advice on VAT implications, the JISC grant was sent directly to the three HE sites on a monthly basis. Stirling coordinated financial reports and maintained an overview of expenditure. Funds were twice vired from Napier to Stirling to avoid the use of underwrite. 

There has been underspend principally on staff through gap savings (considerable turnover), through delay in employment of a database editor until year 4, through use of Stirling Finance Office staff on a consultancy basis (rather than appointing an accountancy assistant for the project), also on the commercial consultant, and as a result of withdrawal of staff at SBU.  The main overspend has been on legal costs required for the acquisition with Ingenta, and also at the time of Blackwell’s withdrawal from the project and the CLA agreement. The total expenditure on legal fees, not counting £25,000 spent by Blackwells, amounted to nearly £40,000 over the life of the project. Through the University, £10,000 was made available from Forth Valley Enterprise as a contribution to legal fees. We recommend that JISC notes this level of legal expense for successful commercialisation of a JISC project; future projects are likely to involve similar amounts.

Finally, it should be noted that additional casual staff have been employed from time to time.

Some £40,000 of digitisation subsidy funds are to be returned to JISC, unspent (see 3.2 above). 

We wish to record our appreciation of JISC’s flexible approach in underwriting the project, and in permitting us to keep the final underwrite in the bank throughout year 4, considerably easing the cash-flow. We are very pleased to record that it has never been necessary to dip into these funds. 

Originally we expected the copyright functions and marketing functions to reduce to 

0.5 f/t/e each by year 3 of the project. Funds were made available by JISC to retain 

these at 1 f/t/e each, originally to work on the digitisation subsidy project, and in year

3 after Blackwell’s withdrawal, the HE Project Manager also became a fulltime post.

Managing the project finances was complicated by several factors. Not only were the JISC funds distributed amongst the three University partners, but Blackwell’s handled user charges and rightsholder payments with invoice data provided by Napier and Stirling. There was a delay in securing return of the business income from Blackwell’s after its withdrawal, since some had got scattered across the Blackwell Group of companies and Swets-Blackwell (often as a result of payments being incorrectly addressed by members), and eventually some £5000 was written off. 
 It became apparent that not all rightsholders had been paid, and in a few cases this did damage to HERON’s reputation. 

4.4 Evaluation
As described under Liaison activities in section 3.1 above, there was continuous evaluation of the service through direct contacts, the User Group discussion list, HERON User Group meetings and training sessions.
The HERON service gained a reputation for its responsiveness to user needs, which was demonstrated very effectively by the completely revised user request management system developed by the Technical Unit at Napier to replace the original system developed by Blackwell’s. 

The varied experience of Advisory Board members was especially useful in considering future directions for the project. 

HERON was also subject to external evaluation:

· Extract from the ‘REPORT AND RECOMMENDATIONS ON THE FUTURE ORGANISATION OF HERON AND ITS BUSINESS DEVELOPMENT’ by John Cox, independent consultant for the HERON Project
   ... the fragmentation of scholarly and educational publishing, with thousands of publishing houses serving the academic market, coupled with wide differences in policy and in digital capability within academic publishing, indicates that the need for a specialised intermediary providing clearance and digital content is indeed enhanced.  As the environment becomes more complex, the value of HERON’s services increases demonstrably.  The changes ... will mean that individual HE and FE institutions will find it increasingly difficult to deal with permissions internally, and will have to rely on HERON as a specialist centre of excellence based on copyright expertise and technical capability in the field.’

In addition, an independent consultant working for the University of Stirling’s Enterprise office (SURE), reviewed the project and business finances, and believed that the project would be able to attract venture capital. 

· Summative Evaluation of Phase 3 of the eLib Initiative: Final Report.  carried out by ESYS limited, (mounted 02 August 2001)
The HERON Team has demonstrated an ability to take a customer-focused view. Activities have been service oriented and pragmatic planning has aimed to ensure that customer confidence is maintained.
HERON was also assessed by both SCONUL and by consultants to the e-University (UK Universities Worldwide) as being a potentially valuable supplier of reading material. 

4.5 Project progress
The timescale for the project was always ambitious, and HERON benefited from an extension year to achieve full commercialisation, and independence from public funding.
Copyright Licensing Agency
 All parties quickly realised that provision of a national service would be totally different from scaling up a project such as SCOPE. Throughout almost the entire period, the CLA and Universities UK were at loggerheads over the HE photocopy licence, and this led all partners and the CLA to be exceedingly cautious over potential liabilities – resulting in large legal bills. This was particularly apparent in the preparations for year four, where negotiations with the CLA were a serious distraction from other preparations. Nevertheless, collaboration with the CLA has been fruitful, despite the complex relationship. 

With changes in the photocopy licence making it easier and less expensive for HEIs to produce printed course packs (although there are still restrictions), some members have wondered aloud whether to go for that option rather than digitisation and delivery of electronic files. We believe that the other advantages of online delivery will win through, and that the recent disabilities legislation, which emphasises accessibility for all, will be a driving force. 

Issues within HEIs
It has taken the majority of members considerable time to mainstream operations and move beyond a pilot phase – partly for operational reasons, and partly as a result of the expense of  fullscale implementation in HEIs and FE colleges. Costs have been largely borne by academic libraries and through project funding within institutions. This is beginning to change and increasingly academic departments are contributing to the costs of texts. In time, and when appropriate charging systems have been developed, we anticipate a culture shift with students paying directly for some texts. HERON and PELICAN have raised awareness of problems with current copyright payment models. Publishers are determined to protect their income stream from student textbook purchases, and see a danger in provision of texts only through libraries or academic departments: according to a recent survey 
 the average textbook spend per student in 2000/1 was £114 per year.

Working with a commercial partner
While the HE partners were aware of the need to work to mutually agreed goals with the commercial partner, this proved more difficult than expected in practice. The changes and restructuring at Blackwell’s were profound, and extended throughout the three years in which it was involved in the project. The HE staff and partners often found it difficult to understand why there was apparently lack of progress, for instance over publisher relations, but the Blackwell’s representatives were not at liberty to disclose the real reasons for delays. Many of the company’s expected contributions did not in fact materialise. The Blackwell’s Project Manager and the other two Board representatives did however make considerable effort to prepare a business plan in year 3, which they presented to the Blackwell’s Board; however it was not considered appropriate for the company to make further investment in HERON at that time. On Blackwell’s withdrawal at the end of the third year, responsibility for all functions and developing a new system passed to the HE staff. 

Working with JISC
HERON staff have appreciated the support received from individual members of JISC, from the officers of the eLib programme, and from the Committee for Electronic Information. However with the ending of the eLib programme, the project was appended to the DNER Programme, with which the synergy was less apparent. As a result, staff felt the project was rather marginalised in JISC’s thinking. 

HEI-owned texts and packs on CD-Rom
We have not proceeded with HEI-owned texts for 2 reasons: although we were  aware from the start that there would be issues of copyright and quality to deal with, it became apparent that to do so would require additional staff resource which could not be spared. The scaling back of Blackwell’s involvement meant that we could not offer HEIs a ‘shop-window’ for their products with the likelihood of early return.
Comments relating to use of the digitisation subsidy are at section 3.2 above. Investigation of course packs on CD-Rom were not followed through, as there was no demand for them at the time. 

Commercialisation
The employment of an independent consultant, John Cox, to advise on commercialisation, and to forge links with potential investors was of critical importance to the final successful outcome of the project.  Negotiations with Ingenta were handled by Stirling University Research and Enterprise team, and it is a tribute to all concerned that the interval between the first contact and the start of operations by Ingenta was only around three months. 

5.0 Impacts and  Highlights
HERON has achieved almost all of its initial aims and has gone on to achieve much more. Although the development of a resource bank remains an important part of the HERON service, the emphasis has shifted, in accordance with user demand, to the provision of a one-stop shop for copyright clearance and the provision of digitised text.

5.1   Achievements
Strategic

HERON  -

· addressed the critical issues of improving access to recommended study materials, delivered either through library electronic reserve systems and more recently  through Managed Learning Environments 

· helped to promote innovation in the use of ICT to benefit learning and teaching by contributing to  the availability of digitised material which is readily copyright cleared

· complemented the JISC Content Services with a demand-led service for book and journal extracts

· maintained the momentum of the eLib Programme  on-demand and electronic reserve projects, and has contributed to the success of others such as BUILDER and PELICAN

· facilitated a large-scale market test of the original JISC/PA payment models for copyright clearance of digitised text

· was recommended by SCONUL as a potential supplier of material for  UK Universities Worldwide ( the e-University, also referred to as UkeU) 

Copyright
· HERON (uniquely) holds the status of CLA-designated Trusted Repository, enabling the storage of digital material for reuse. This status is of vital importance in indicating that HERON is visible, auditable and certified by a  rightsowners’ representative organisation, and is valuable in direct negotiations with publishers.
·  HERON developed a streamlined digital rights clearance process with the CLA, while clearing rights directly with publishers and authors where it is more cost-effective and efficient to do so.
· The bulk of the CLA’s HE digitisation requests come through HERON: in the final project year, the CLA cleared on average 48% of the requests sent to HERON by member HEIs, and 41% of requests were cleared directly by HERON staff through rightsholders. (Approximately 5% of requests were refused by rightsholders, and for the remaining 6% of requests there was either no response or the rightsholders were untraceable). The HERON copyright team developed contacts with some 1300  rightsholders, within the UK and abroad.

· The copyright team was also able to represent HE needs to rightsowners, and exerted some influence on prices and payment models. 

Technical 
· The HERON technical team built an extensive and complex database, initially to handle the total HERON team workflow management processes. This became the back-end database for HERONweb in May 2001. It provides total real-time interactivity between HERON users and the HERON team in both directions, coupled with scheduled auto-emails as alerts.
· HERON technical staff (on the HE side) developed a new user request system, HERONweb, linked to its internal workflow and rights management systems. The development of this system was based on the extensive feedback HERON received from its members and is tailored to their needs. It allowed the creation of an upgraded database and provides individual universities with a management tool which has been widely welcomed.

· The HERON technical staff also developed streamlined processes for sourcing original print text and digitising it, using the British Library and a digitisation bureau with which it negotiated preferential rates.
· The Trusted Repository held over 5,000 documents comprising over 79,000 pages of digitised text at 31 July, 2002.

Liaison and Marketing
· At 31 July, membership stood at 50 institutions, including the first FE college (see Appendix 2), despite low-key marketing in much of 2001 on account of the transition from the consortium with Blackwells to the new HE partnership

· HERON received 13,867 requests by July 2002, (excluding those relating to use of digitisation subsidy).

· HERON User Group’s meetings and discussion list provide important opportunities for HEIs to share experiences in adapting to the new modes of delivery of text and in matching the changing requirements of academic staff.  

· The HERON team also provided 16 Training Days for HERON Members offering free training to almost 200 university staff.

· HERON staff provide an informal support service on technical and copyright matters. 
· Between them members of the HERON team gave approaching 30 presentations at conferences in the UK and abroad and 43 to individual universities. They wrote more than 15 articles.

5.2 The beneficiaries of HERON services

· The JISC in the achievements of its aims to increase the use of ICT in learning and teaching.

· Academics can select teaching and learning material tailored to the needs of their courses, and may request material on-demand. They may make it available through MLEs/VLEs or ask Librarians to make it available through e-reserve collections, for example. 

· Students may access the material when convenient, from remote locations or from anywhere on campus. No problems for them or for librarians with damaged or stolen texts!

· Rightsholders receive a new income stream, plus detailed usage data, and information as to what the market will bear. Representative bodies, eg CLA, PLS and ALCS can also benefit in this way.  
· HEIs contributing to UK Universities Worldwide (the e-University, or UkeU).
· And from 2002/3 FE Colleges became eligible for membership.
6.0  Futures
6.1 Website and project outputs

We expect the project website to be available for at least a further 3 years, and it could in theory also be archived by JISC or another body such as SCURL. 

The main output is of course the HERON service itself, and commercialisation is the best (and apparently the only) way to ensure its continuation. Most project deliverables have been acquired by Ingenta, and will be used in the course of service provision and development. There will be a link from the Ingenta web-site to the project web-site. 

6.2 Acquisition by Ingenta plc (www.ingenta.com)
Ingenta will fund the rebuilding of the HERON user request system, and the underlying workflow and rights management systems to make them more robust and scaleable. Ingenta has also declared its intention to seek favourable deals direct with publishers, and to increase the marketing effort significantly. It has announced that it plans to invest £1.2 million pounds.  We expect the first benefits to HERON users will arrive in the form of high quality original electronic files, sourced by Ingenta.  The company is well placed to develop an enhanced service, since it is already an intermediary between publishers on the one hand, and academic institutions on the other. Ingenta is negotiating with the CLA formally to take over the Trusted Repository.

It has undertaken to continue service for at least three years and provision will be made for rights to revert to the HERON Partnership should the service cease for reasons beyond Ingenta’s control. It will establish a HERON Advisory Board, and representation from JISC will be sought.

6.3 Further investigations required
HERON member institutions provide potentially the best testbed for any new payment models (see PELICAN report, http://www.lboro.ac.uk/departments/dils/disresearch/pelican/indexpage.html). In addition HERON/Ingenta could theoretically perform the role proposed in the PELICAN report for a central regulating body. 

Further studies are required of students’ reading habits (how much do they actually read?), and of academics’ expectations (is the same amount of reading around a subject expected of non-traditional students?)
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7.2  Presentations – General, Conferences/Exhibitions/Meetings 

Copyright – real answers to real questions: Lis-Copyseek Members' Seminar, Loughborough University, 11 July 2002.  Presentation by Helen Pickering, HERON Copyright Officer and Ewan McCubbin, HERON Liaison Officer:

eContent: a one day conference on integrating online material into teaching and learning from the Association for Learning Technology, 5th April 2002, Sheffield Hallam University.  Poster presentation by Ewan McCubbin, HERON Liaison Officer.

CofHE Scotland/UC&R Scotland event, E-resources for E-courses, 20th February 2002, Stirling Management Centre. Presentation by Ewan McCubbin, HERON Liaison Officer.

DNER All Projects Meeting, 24th January 2002, Manchester Conference Centre. Poster presentation by Ewan McCubbin, HERON Liaison Officer.

EduFair 2002, 22 January 2002, Learning and Teaching Innovation Centre, University of Stirling. Presentation by Ewan McCubbin, HERON Liaison Officer
Seminar on e-books and e-publishing, 28th November 2001, Library Association Headquarters, London. Presentation by Ewan McCubbin, HERON Liaison Officer.

UC&R Yorkshire & Humberside event, E-resources for E-courses, 14th November 2001, University of Hull. Presentation by Ewan McCubbin, HERON Liaison Officer.

Seminar on Electronic Course Materials, 24 October 2001, University of Helsinki Presentation by Sally Curry, HERON Project Manager & Carolyn Rowlinson, HERON Project Director.

PELICAN Conference, 18th September 2001, London. Presentation by Sally Curry, HERON Project Manager.

Joint Anglo-French UCR & ABF-SER Conference, 7th September 2001, Bordeaux. Presentation by Helen Pickering, HERON Copyright Officer.

Electronic reserve collections and course packs: recent developments, University of London Libraries Staff Training Group seminar, Queen Mary, University of London, 4th July 2001. Presentation by Helen Pickering, HERON Copyright Officer.

Joint E-books Seminar, organised by the Scottish Confederation of University and Research Libraries and the Library Association Multimedia Information and Technology Group (Scotland), University of Edinburgh, 7 June 2001. HERON and the academic library perspective. Presentation by Carolyn Rowlinson, HERON Project Director.

E-Books 2001: HERON, ebooks and responsibilities ,20 March 2001, SOAS, London. Presentation by Carolyn Rowlinson, HERON Project Director.

BUILDER Conference 10-11 January 2001, University of Birmingham. Presentation by Sally Curry, HERON Project Manager.

Conference for the London University External Programme: Providing electronic library services for the External Programme, 19 September 2000, Birkbeck College. Presentation by Sally Curry, HERON Project Manager.

NAG Conference, September 13-15 2000, Cambridge. Presentation by Sally Curry, HERON Project Manager.

ILT Annual Conference Workshop, 27th June 2000, College of Ripon and York St John, York. Presentation by Sally Curry, HERON Liaison Officer and Cathie Moir, HERON Project Manager.

Presentation on HERON to CALIM (The Consortium of Academic Libraries in Manchester), 12th June 2000, University of Manchester, by Sally Curry HERON Liaison Officer and Ted Steele, HERON Project Manager.

Presentation on HERON to University Health Librarians Conference, 16th May 2000, University of Derby, by Sally Curry, HERON Liaison Officer.

Presentation on HERON at UC&R Study Conference Designing the Learning Landscape: academic librarians in the context of educational change. Edinburgh March 30th - April 1st, by Sally Curry HERON Liaison Officer

Presentation on Licensing issues arising from experience with HERON JISC/Publishers Association Working Group (PALS). Publishers Association, London, 12 March 2000, By Carolyn Rowlinson
Presentation on HERON to CAUL and CONZUL Study Visit (Council of Australian University Librarians and Council of New Zealand University Librarians) , 13th April 2000, University of Stirling by the HERON team.

Presentation on HERON to the CIEL conference: 26 November 1999, Southampton by Lynda Agili, HERON HEI Texts Officer.

Presentation on HERON at the TECUP Workshop: 29 October 1999, Deutsche Bibliothek, Frankfurt am Main, Germany, by Carolyn Rowlinson, HERON Project Director.

Presentation on HERON at a TECUP Workshop: October 1999, Deutsche Bibliothek, Frankfurt am Main, Germany, by George Pitcher, HERON Technical Manager, and attendance at a follow-up meeting in February 2000.

Blackwell’s Supplier Day Information sheet given out to publishers at the Blackwells Suppliers Day: 30th September 1999, Oxford 

Splinter group presentation at ALT-C Conference, University of Bristol, 21-24 September, 1999 by Carolyn Rowlinson

Presentation on HERON at Computers for Networked Information Conference (CNI): April, 1999, Washington DC by Peter Kemp, Chair of HERON Project Board and Suzanne Wilson-Higgins, Blackwells.

David McMenemy, Marketing Officer, attended CTI Business and Finance Conference: April 1999, Brighton 

Presentation on HERON at the Annual Conference of the College and University Booksellers Group of the Booksellers Association: March 1999, Harrogate by Roger Bowen, Blackwells.

HERON on Blackwell's and LITC stands at LibTech: March 1999, London 

HERON on Blackwell's stand at London Book Fair: 28-30 March 1999 

HERON at eCLA Launch: 26 February 1999, London.

HERON on Blackwell's stand at Online: December 1998, London.

HERON on Blackwell's stand at Scottish Library and Cultural Resources Show: November 1998, Glasgow. 
HERON on Blackwell's stand at Frankfurt Book Fair: November 1998. 

Presentation on HERON at an IEEE meeting by Peter Kemp, Santa Barbara, 1998.

Presentation on HERON at a concertation day for eLib managers: Summer 1998, Warwick by Carolyn Rowlinson HERON Project Director.

Supporting Teaching and Learning through on-demand and electronic reserve.

Presentation at the eLib Hybrid Libraries Conference, December 1998,London by Carolyn Rowlinson HERON Project Director.

Building a resource bank: presentation at Information Ecologies: the impact of new information 'species' conference 2-4 December 1998: Viking Moat House Hotel, York, UK by Carolyn Rowlinson HERON Project Director.

HERON: one-day seminar for rightsholders held at the Policy Studies Institute and sponsored by eLib, June 1998, London 

7.3 Presentations to Universities and Colleges: 

Presentation to library staff at University of Strathclyde, Glasgow, 23 May 2002

Presentation to staff at the Queen's University of Belfast, 22 May 2002 

Presentation to students at University of Strathclyde, 9 May 2002 

Presentation to staff at Glenrothes College, 24th April 2002 

Presentation to staff at University of Ulster, 23rd April 2002 

Presentation to staff at the Belfast Institute of Further and Higher Education, 23rd April 2002 

Presentation to library and academic staff at University of Dundee, 16th April 2002 

Presentation to library staff at University of Surrey Roehampton, 20th March 2002 

Presentation to staff at Perth College, 19th March 2002 

Presentation to library staff at University of Bradford, 5th February 2002 

Presentation to library staff at South Bank University, London, 31st January 2002 

Presentation to library and academic staff at City University, London, 22nd November 2001 

Presentation to library staff at Richmond, the American International University in London, 22nd November 2001 

Presentation to library staff at University of Glamorgan, Pontypridd, 21st November 2001 

Presentation to library and computing staff at University of Sheffield, 15th November 2001 

Presentation to library staff at University of Central England, Birmingham, 9th May 2001 

Presentation to library staff at Birmingham University, 9th May 2001 

Presentation to library staff at University of Wales, Newport, 8th May 2001 

Presentation to library staff at university of West of England, Bristol, 8th May 2001 

Presentation to library staff at Cheltenham and Gloucester, 7th May 2001 

Presentation to library staff at University of Abertay Dundee, 22 March 2001 

Presentation to library staff at University of Sunderland, 14 August 2000 

Presentation to library staff at University of Central England, 7 August 2000 

Presentation to library staff at Bournemouth University, 28 June 2000 

Presentation to library staff at University of Central Lancashire, 22 May 2000, Preston 

Presentation to academic and library staff at Edge Hill , 13 June 2000, Ormskirk 

Presentations to Robert Gordon University Strategic Management Team /Top Management Team and Library Staff, 18 May 2000, Aberdeen 

Presentation to academic and library staff at De Montfort University, Leicester: 28 March 2000, Leicester 

Presentation to academic and library staff at Glasgow Caledonian University: 22 March 2000, Glasgow 

Presentation to library staff at the University of Abertay, Dundee: 2 March 2000, Dundee 

Presentation to the IT group of Scottish Confederation of University and Research Libraries

(SCURL) at the University of Abertay, Dundee: 18 February 2000, Dundee 

Presentation to library staff at University of Stirling: 16 February 2000, Stirling 

Presentation to library staff at Oxford University: 2 November 1999, Oxford 

Presentation to library staff at the University of the West of England: 29 October 1999, Bristol 

7.4  HERON training days and User Group meetings
21 March 2002, The Sixth HERON User Group meeting, City University, London 

30 January 2002, HERON Training Day, South Bank University, London 

20 September 2001, HERON Training Day, University of Central England, Birmingham 

19 September 2001, The Fifth HERON User Group meeting, University of Central England, Birmingham 

6 June 2001, HERON Training Day, South Bank University, London 

5 June 2001, HERON Training Day, South Bank University, London 

23 May 2001, HERON Training Day, South Bank University, London 

22 May 2001, HERON Training Day, South Bank University, London 

17 May 2001, University of Stirling 

26 October 2000, The Fourth HERON User Group meeting (HUG4), University of Derby 

2 October 2000, St George's Hospital Medical School 

21 September 2000, Birmingham University 

11 September 2000, University of Newcastle 

25 July 2000, South Bank University 

13 January 2000 South Bank University 

14 October 1999, Napier University 

21-22 September 1999, South Bank University 

8 September 1999, South Bank University.

8.0 Advisory Board Members
John Akeroyd 1998 – 2002, South Bank University

Roger Bowen 1998 – 2001, Blackwell Retail Ltd

Jane Core 1998 – 2000, JISC (University of Abertay)

Sally Curry 2000-2002, Project Manager (University of Stirling)

Jonathan Darby 1999 – 2001, University of Oxford

Peter Kemp 1998 – 2002, Chair, University of Stirling

Cathie Moir 1998 – 2000, Project Manager (University of Stirling)

Charles Oppenheim 2000-2002, JISC and PELICAN (Loughborough University)

William Pettinger 1999 – 2001, Blackwell Retail Ltd

Carolyn Rowlinson 1998 – 2002, Project Director (University of Stirling) 

Chris Rusbridge 1998 – 2002, JISC and University of Glasgow

Ted Steele 1999 – 2001, Project Manager (Blackwell Retail Ltd)

Phil Sykes 1998 – 2002, Chair of the HERON User Group (University of Huddersfield)

Suzanne Wilson Higgins 1998 – 1999, (Blackwell Information Services Ltd)

Alicia Wise 2001 – 2002, (JISC)

� Halliday, L. (ed) 1997  The Impact of On Demand Publishing and Electronic Reserve on Students, Teaching and Libraries in Higher Education in the UK. JISC


� Student information sources and bookbuying behaviour 2000-2001.  Prepared for the Publishers Association by Book Marketing Ltd, London, June 2001
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