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1 Overview
Work-with-IT is a JISC-funded project whose aim is to gather up to date information on changing staff roles, relationships and associated skills brought about by the impact of the adoption of new technologies within UK FE and HE. 

The focus is not on information skills or skills for harnessing technology per se, but on the impact of new ways of working on staff that arise from adopting ICT and technology-supported practices.

In order to assess the impact that new ways of technology-enhanced working has had on staff in UK FE and HE institutions, a series of facilitated consultation workshops with key stakeholders and focussed consultancy work to address issues arising were undertaken. This document reports on these consultation activities and, in combination with the workshops themselves, form Work-with-IT deliverable D1.
The report proceeds as follows. First in section 2, the background to the workshops is presented. Next in section 3 the findings of the workshops are presented. This is followed in section 4 with a summary of criteria for the case studies to be carried out in the next work package. The report concludes in section 5 with a summary of conclusions.

2 Workshop Background

Aims and Objectives

There were two aims for the workshops. Firstly, to elicit information from the community that will help address the following questions:

1. How has the adoption of new technologies and practices brought about changes within institutional workforces, and how have these changes affected staff attitudes towards their work and also the student experience?

2. How have staff roles, relationships and working practices adapted to accommodate these changes?

3. What new sets of skills are required in order to work in new ways that exploit the benefits (or overcome barriers) afforded by new technology environments?

The second aim was to identify potential case studies that demonstrate how technological advances have necessitated changes to working practices, and the impact and effect those changes have on the staff, students and the institutions involved.  
Engagement

Workshop locations were chosen - Birmingham and Glasgow – to try to ensure maximum coverage. Limited travel expenses were offered to encourage participation.
The workshop was advertised on a number of mailing lists and direct contact was made with relevant JISC projects and professional bodies. The JISC-announce mailing list proved the most effective contact method.

Overall the response was high, with both events oversubscribed. Participants were selected – 18 per workshop – on a basis of role and institutional type. Response from FE in England and Wales was disappointing. In an attempt to overcome this, JISC supported Work-with-IT by directly prompting relevant Regional Support Centres (RSCs) in England and Wales to participate. Unfortunately this was not successful and may have been due to the fact that the RSCs have also recently been commissioned to undertake a series of FE based case studies. Despite this drawback, an excellent response from Scottish and the Northern Ireland RSCs ensured significant FE contribution at the Glasgow workshop.

Method
As the emphasis of the workshops was on consultation and information gathering a facilitated open approach was adopted. Participants were split into three groups depending on interest and considered the research questions with the help of a facilitator from the project team. Each group appointed a rapporteur and findings were fed back to the whole workshop after each question had been discussed.
The synthesis of results presented in the following section was first fed back to participants for comment and refinement. Additionally applicants who were not offered places at the workshops were invited to participate through an online discussion forum.

3 Workshop findings
Both workshops were lively events with much discussion. The issues raised across the workshops is summarised below for each of the research questions. For clarity findings have been grouped under broad themes. However it is important to note that many of the issues are interconnected.
3.1 Question 1

How has the adoption of new technologies and practice brought about changes within institutional workforces, and how have these changes affected staff attitudes towards their work and also the student experience?
The major technological influences discussed arose from the explosion in communication and information management technologies. Both the extent of technology spread and the amount of variation of technology tools was significant. The resulting changes brought about by the adoption of these technologies can be grouped together under 5 broad themes.
The electronic office

Technology has completely changed the way traditional ‘office’ functions are carried out. To a large extent much of the traditional role of office administration has disappeared, with individual members of staff responsible for their own letter writing, photocopying, meeting scheduling and student administration.  This has led to a reduction in traditional central administrative staff roles and a realignment of duties within departments where administrative staff are asked to take on more complex tasks as more basic administrative functions are carried out by managers and academics. 
While the freedom from reliance on others could be viewed as liberating and enabling personal control, in general, both administrative staff and academic and professional staff do not view this change in a positive light. For academic and professional staff self-service administration is viewed as an intrusion, increasing time pressure and information overload. While better time and information management skills could go some way to addressing this, there is still a fundamental issue as to whether some of the redistributed administrative tasks are efficient use of academic and professional staff’s time. There is also a worry of duplication with departmental and central administrative staff potentially carrying out similar tasks.
For administrative staff, these changes are equally problematic as it increases tension with other staff. For example, administrative staff may be viewed as unhelpful when they try to implement department policies of self-service administration. The changes also lead to a feeling by some that administrative jobs are at risk and a worry about reallocation of duties and changes in role. For example, administrative staff are being asked to move out of their comfort zone, taking on new tasks which often require up-skilling. Even where training support is provided, up-skilling as opposed to re-skilling is in some cases viewed as too pressurised while in other cases it is a welcome opportunity. These changes in working practices are often not formalised, leading to uncertainty in the value of a role or the tasks involved.

There appears to be evidence of the beginning of a counter trend moving student administration tasks back to administrative staff.  

The ‘paperless’ office is another significant technology-driven change. At its most basic this is in terms of electronic memos and on-line service requests. While this has been advocated for several years within the academic sector and in business, whether it has actually been achieved is debatable. For example, there are still some staff who print out their emails before reading. So while technology has provided a means to change working practice, this may still be circumvented by some users, preferring to maintain old ways of working. Staff Intranets are a key development in the paperless office movement. The availability of online resources enables a more flexible, distributed workforce. However the ease of access and update of electronically available information has reduced shelf-life illustrating the dangers involved in retaining pre-technology working practices such as use of paper copies.
More significantly, some institutions have taken strategic decisions to fully digitalise key business processes. Coventry University’s Paperless Admissions system is a good example. In this case, the radical administration changes have been viewed very positively, rather than as a threat, by administration staff. Coventry believe this is due to the automation of more repetitive tasks, freeing up staff to engage in more demanding and interesting ones – in Coventry’s case student recruitment. Key to the success of both the project and contented staff has been the inclusion of appropriate staff development and motivation from the outset.

The Coventry case sparked an interesting discussion regarding the ethics of fully automated admissions and the extent to which there should be human involvement in the decision process. Coventry leave the final decision to staff as they feel a moral obligation to potential students as it is a decision regarding someone’s future.
Information overload is also a significant issue, leading to staff feeling pressurised.

This spread of basic IT functions to individual desktops is having a knock on effect on IT professionals, who may feel devalued as other staff become more “enabled” or “digitally fluent”. An increased expectation to respond promptly to user needs and requests and to explain their decisions is leading to a pressurised feeling which is compounded by a worry that in time they will no longer be seen as "specialists".
Technology Enhanced Delivery
In recent years technology has had significant impact on how learning is delivered and supported.

A new push towards technology-enhanced learning is in evidence. Despite the rhetoric regarding pedagogy-led as opposed to technology-led learning, there is disquiet regarding the expectation that VLEs or other innovative technology be used. Even in older institutions such as Manchester and Edinburgh Universities which have previously marketed themselves through academic reputation, technology-based delivery is now seen as essential to competing effectively for the student market. These strategic moves often result in a tension between centralised and decentralised provision and support. 
Strategies, it was suggested, often do not keep abreast of technological implementations causing much frustration. For example, strategies often emphasise research to the apparent detriment of technology-enhanced learning. And while the use of a VLE is often viewed as almost compulsory, staff are still assessed on old measures such as face to face contact hours. Academics also feel frustrated and under-valued that management does not recognise the increased time needed to develop online learning. Similarly, there is a feeling that research is often valued more than technology-enhanced learning innovation. 

That said, academics in general feel very positive and enthusiastic about the benefits technology brings to the student learning experience. For example, technology can enable team and problem-based learning, provide high quality resources from a global repository and actively engage students. Thus technology may be viewed as a tool for improving the value of teaching and learning and raising the professionalism of “teaching”.
Global information availability has radically changed library services. A reduction in demand for traditional librarian information seeking skills has led to a feeling of down-skilling. On the other hand, many librarians are extending their skills and are now actively involved in teaching information skills within the classroom. Anecdotal evidence suggests that this on occasion extends to provision of pastoral care and acting as a trusted intermediary between student and academic.

Global information availability has also reduced the need to visit the library. However, adaption of library spaces such as the Satire Centre at Glasgow Caledonian University to act as a one-stop shop for students which combines services with noisy team-working and extensive PC provision has led to a reversal of the trend. Additionally, emerging services where the library delivers high quality information resources directly to the desktop through either VLEs or specialised search engines are viewed as exciting opportunities to improve the quality of learning materials by both academics and librarians alike.
Poor change management is at the heart of many technology issues. For example, the perceived institutional management tactic of using of technology to drive change is questioned. At best this perception illustrates a failure to get the full message across to staff; at worst it is indicative of immature understanding of good practice in management. Badly planned technological roll-outs are particularly problematic. They not only affect the business process they are designed to support, but have a knock-on effect on other technology roll-outs as staff lose confidence in technology or their institution’s ability to implement it effectively. These negative associations with technology become entrenched and may be very difficult to disperse. Participants felt that academia could learn much from the business world’s more rigorous stakeholder consultation and product-testing regimes. 
The Digital Fluency programme at Sheffield Hallam University is attempting to improve technological rollout using task teams, made up of representatives from all areas of the university. In this programme staff are encouraged to share their experiences and work together in task teams to achieve a greater understanding of the effects of strategic technological decisions on staff and students.

Even successful implementations still leave staff with a feeling of being exposed to risk when the services they support are time-critical. Academics in particular worry about using technology to deliver teaching. There is a general feeling that the risk is reducing as more integrated technological solutions are being fitted into lecture theatres and classrooms. However, when things do go wrong, often there is inadequate “real time” back-up from central IT services.

Rapid technological change as opposed to specific technologies was identified as the new norm. This makes effective change management and the development of flexibility and a lifelong learning ethos for staff as well as student all the more important. The idea of embedding specific technologies is questioned as this may lead to structure and strategy ‘freezing’. Embedding of innovation in general as opposed to specific technologies might offer a better way forward. 

Digital native students

The arrival of ‘digital native’ students is also viewed as a major technology-driven change. While there is a feeling that institutional staff are ‘digital immigrants’ as opposed to ‘digital natives’, it is important to emphasise staff’s pedagogic skills and professionalism. While digital native students are apparently highly competent with technology, they are not necessarily competent independent learners and therefore there is still much traditional pedagogical work to be done. It was felt that emphasising the importance of pedagogical skills is a way of boosting staff who perhaps feel exposed due to less familiarity with rapidly changing digital technology.

It was also stressed that competency does not equate to good practice. To become effective learners, students need to be supported in overcoming bad habits such as a reliance on unsubstantiated information or poor net etiquette. The lack of critical information retrieval skills is particularly problematic and needs to be addressed. Embedding the development of information literacy within subject teaching or practical work is recommended.

Prevailing assumptions about student expectations were also challenged. Despite their apparent reliance on technology in their everyday lives, students are still keen to retain face-to-face links with academics. Whether it is personal support that is required rather than face-to-face contact is queried. For example the Open University is tackling this support need by creating personal on-line support spaces for students. 

There was also a warning against assuming that students want courses delivered through the latest on-line social spaces as this is potentially viewed as an intrusion into the student’s own personal space.

There is evidence to show that prospective students are using social networks to find out what a particular university is like before deciding which course/institution to study at. So while it is suggested that student expectations of technology-enhanced learning should be better managed, it will be impossible to fully control information flows.

Life without borders

One of the biggest impacts of new communication technologies is the dissolution of traditional work boundaries – our daily working life is no longer restricted to 9-5 office hours or to the traditional campus.

The 24x7 communication network is viewed both positively and negatively. On the one hand, it offers more ‘student-focussed’ learning as it both enables students to seek help as the need arises and fits around the reality of students as part-time workers. While this flexibility is clearly advantageous, concerns were raised as to the effect it is having on students’ as independent learners. For example, lecturers report that students simply fire off an email rather than spending time working on the problem first themselves.

Academics also report a feeling of being pressurised to respond. This arises not only from perceived student expectations of an ‘instant’ reply, but also, in some instance at least, from a department’s culture as some staff feel they have to be seen to be available out of hours by their peers.

The encroachment on leisure time is not purely an academic problem. Some professional staff view 24x7 availability positively, enabling them to keep on top of their job while others manage the encroachment by not having a PC at home. Being able to establish a comfortable work life-balance is clearly an issue across different categories of staff, but how this is achieved needs to be tuned to individual needs.
Location independent working is a more recent trend, which has developed, in part at least, in response to work-life balance issues; space saving is also a significant driver. Coventry University, the Open University and Telford College have interesting experiences in this area, although implementations and experiences vary in each case.
Successful location-independent working initiatives  generally tend to provide  work areas with a very high specification as an incentive to induce staff to move from individual offices to ‘hot desking’. While workshop participants reported that these spaces are viewed very positively, further discussion with the Scottish Funding Council funded ‘Effective Working Environments project’ indicated significant negative feedback in at least one institution. How the home office is financed and supported also varies. In some instances there is an expectation that part-time staff finance and support their own home office, leading to frustration and a feeling of unfair treatment. 
The extent of location-independent working varies. Some institutions and organisations allow staff to be on site only for specific meetings or course delivery, while others insist on 2-3 days per week. Interestingly, examples are found across all categories of staff. For example, despite the common perception that administrative staff must be office bound, at Coventry University secretaries work at home, reportedly without causing dissatisfaction amongst the staff they support.
While staff generally report an improved work-life balance, a perceived increased pressure to respond immediately is often felt, as staff do not want those in the office to think they are ‘slacking’. However workshop participants who have worked from home for an extensive period feel this settles down over time as staff on campus and at home become more comfortable with the working practice. Better initial management of the introduction of working from home to bring everyone on board could minimise the period of adjustment. It is also suggested that the lack of instant access to others leads to better time management as it encourages reflective practice.
Collaboration

Technology has also greatly increased the opportunity for collaboration. Within research this is viewed highly positively and enabling, allowing academics to connect with fellow researchers and data around the world. Key to this attitude is that there is no feeling of coercion that often exists within teaching and learning. Technology is viewed as relieving pressure rather than adding to it. 
Technology is also increasing the ability to collaborate externally in other areas. The ‘National Rural Knowledge Exchange’ is a collaboration of 14 universities and colleges which would not have been achievable without technology. Here technology offers new and innovative opportunities within a radically new way of working. For example, social networking tools offer the potential for business intelligence and knowledge exchange. However innovative use is often restricted by academics’ perception that it is at odds with the traditional ethos for “scholarly communications”. The physical isolation in such consortia also presents team building and collegiality difficulties as well a problems providing effective technical support.

Technology is also viewed as a potential enabler for redesign of working teams based on functional services. This is happening to some degree within  administrative functions. However the potential for redesign of academic teams to encourage collaboration between academics, learning technologists, learning support and administration is suggested as a way of spanning silos and improving services – teaching and learning in this case.
General Conclusions on technology driven changes
The overall impression is that technology-driven change is increasingly becoming the norm. This constant change causes concerns in three areas. Firstly when it is not properly managed it has a long-lasting affect on staff attitudes towards both the particular innovation and technology in general. Secondly, the pace of change is of concern. Thirdly, there is a worry that technology is driving change without proper alignment with strategic business objectives.

The need to look at technology holistically was highlighted, suggesting a fundamental review of how institutions viewed technology and staff is required. This is envisioned as a staff-focused perspective akin to the recent ‘changing the student experience’ initiatives.
Participants reported almost dichotomous reactions of staff within the same department to technology-driven changes – ‘winner and losers’, ‘enabling and drowning’, ‘liberating and threatening’, ‘empowered and coerced’. While this may be down to personal outlook – ‘the pot half empty’ versus ‘the pot half full’ – appropriate change management and training could do much do reduce the negative impact.  This should take into account the range of staff experience and attitudes, the aim being to help staff feel empowered rather than coerced. Whether this ‘digital divide’ is a result of gender or cultural issues or special needs should be considered.
3.2 Question 2

How have staff roles, relationships and working practices adapted to accommodate the changes identified in Session 1?

Role ‘slippage’
Role ‘slippage’, where the tasks traditionally associated with one role have now moved along the process chain, is identified as significant - academics taking on student administration responsibilities is a prime example - although the slippage may be bidirectional, as evidenced by administration staff taking on a plagiarism detection role. This slippage is also very much in evidence in institutional libraries where librarians report becoming increasingly involved not only in classroom delivery of IT skills but also in pastoral care and academic related advice.
The role slippage is very much driven by technological capabilities rather than holistic analysis of the long term effects on business processes and services. Investigation of what level of slippage is appropriate in a given context is required.
Collaborative teams and Communities of Practice
Two trends in collaboration are identified. The first is collaborative teams, where different roles come together to deliver a specific business function – the academic team of academic, learning technologist, teaching assistant and administrator being a prime example. The second is Communities of Practice where individual practitioners with a common area of interest come together for mutual support and problem-solving. The communities are informal and organic as opposed to more formal collaborative teams.
The emergence of hybrid roles and local experts
A new bread of hybrid roles is identified. The most immediately recognisable is that of the learning technologist, which spans the gap between academics and IT service providers. Within collaborative working, intermediaries or facilitators are hybrid roles increasingly assigned to connect staff with differing skill sets or at remote locations
The hybrid role is potentially an area of significant expansion. Excellent communication skills as well as an understanding of the various specialisms that the hybrid role spans are critical for success.

Self-Service

In contrast to the emphasis on collaboration and interworking as the electronic office scenario above suggested, staff have also had to change to adopt a self-service approach. 
Technical silos and power dynamics

As well as the already familiar information silos, the issue of technical support silos was also raised. Participants reported being passed from place to place when trying to get help on a particular piece of technology, putting considerable stress on the relations with technical support staff. While support staff suggest better management of staff expectations, the idea of a one-stop shop for staff technical support could alleviate some of the tension. Local experts have arisen to bridge the gap. However these ‘experts’ have existing jobs and often feel put upon by the intrusion on their time. Power dynamics are also in evidence. For example, some experts are perceived as unwilling to share technical information. Additionally, a tension between formal and informal support structures and systems in general was identified.
Up skilling & down skilling
Changing working practices has led to a significant change in the skills demanded of staff. For the majority, the increasing dependence on technology requires up-skilling of IT skills. For some though, their changing roles are perceived as down-skilling.  This is particularly in evidence in libraries where the World Wide Web and electronic availability of teaching and research material means that librarians’ information retrieval skills are in much less demand. More needs to be done to ensure that changing roles lead to a feeling of re-skilling as opposed to down-skilling.

The rate of change also leads to skills issues with reports of staff never getting to a state of feeling competent before a new change is introduced.

General conclusions on staff roles and relationships

Both integration and differentiation of staff roles and relationships are in evidence. 

Concern was expressed as to whether institutional structures and strategies were changing in tandem with the changing roles.
3.3 Question 3

What new sets of skills are required in order to work in new ways that exploit the benefits (or overcome barriers) afforded by new technology environments?
Four groups of skill sets were identified as essential for staff and senior management if institutions are to work in new ways that exploit the benefits afforded by new technologies. 
Coping with change

The ability of staff to cope with change on the one hand and of middle and senior management to successfully implement change on the other is viewed as critical. This should include, but not be limited to: adaptability and flexibility, lifelong learning, project management and change management. It is also felt that line managers could inadvertently act as a barrier by failing to build in training and exploration time for staff. Thus additional team management skills and checks to ensure that they are applied in practice are required.
The world of business is perceived as being much more advanced in change management than FE and HE. While institutional cultures may significantly vary from those found in business, business seems the best place to explore current good practice in this area, with the proviso that findings may need to be adapted for academia.

Social and relationship skills

Technology-enhanced working brings together different groups of people in an artificial world where common social signals are missing. Staff working in such an environment need enhanced relationship skills for the virtual world. Difficulties in bonding in cross-functional and often virtual teams are a particular issue. Additionally staff need support to develop appropriate skills such as empathy and motivation. Team building exercises are also recommended. Constant online connectivity means that staff need tools to set boundaries - assertiveness for ’life without boundaries’. 
Again the business world already implements appropriate social and relationships skills programmes from which academia could learn.

Learning Skills
Skills to help staff become reflective and innovative practitioners are also required. These are precisely the skills which academics strive to embed in their students - reflection, critical thinking and the ability to think outside the box within a constructivist framework.
IT Related skills

As well basic IT literacy skills, 4 types of IT related training needs are identified. Training on the impact of legislation and information management techniques are self-explanatory. 
Advice on how to choose the best tool for the job is required. An appropriate balance of general to expert skills needs to be achieved. For example, it might be best to offer a specialist advice service as a practitioner needs the skills to make an informed decision but this does not necessitate being a technological expert. 
Finally, IT support staff feel that non-IT staff need a better understanding of the IT services provided by an institution, their limitations and how to make best use of them.
It was also suggested that possessing basic IT skills should be mandatory. While this may appear inappropriate for some categories of manual staff, Leeds University views it as a duty of care to provide all staff with the opportunity to obtain basic IT skills, with Internet Cafes and training being provided for those without desktop access.
General Skills Training Conclusions

Just-in-time training to ensure staff already have the required skills and flexible mindsets is important. Space – time and a place - for on the job development needs to be planned in. Incentives need to be provided to encourage staff to actively engage with improving their skills on an ongoing basis. Whether the above training needs can be built in to CPD accreditation should be explored.

