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1. SUMMARY OF CALL
1.1 In the first quarter of 2009 the Academy will be introducing a new phase of supported organisational development, to be called the Enhancement Academy (EA). The EA will be informed by both the successful outcomes of the Benchmarking/Pathfinder Programme and the Academy’s well-received Change Academy model. It is designed to help senior institutional teams fully develop, in an intensively supported environment, a project idea for the institution in the broad area of enhancement through technology
1.2 There are places for nine institutional teams in this iteration of the programme. 

1.3 At this stage, participation in the programme is by invitation only and we are offering some of the places to those HEFCE-funded institutions that have participated in phase two the benchmarking of e-learning exercise. A smaller number of institutions arising from other invitations and funding sources may also be invited to join the 2009 EA.   
1.4 The EA will provide institutional teams with support over a 9-month period, involving two Change Academy- type events.  An expert Critical Friend will be a member of the institution's team, and will coordinate input from the relevant agencies.  As with the Change Academy, participating institutions will not receive direct funding for their project, which is intended to focus on enhancement that is strategically central to the institution’s development. A modest grant will, however, be awarded to each institution to facilitate cross-institutional collaboration. Membership of the Enhancement Academy also offers the opportunity for focused engagement and synergy with Subject Centres and other relevant agencies when this aligns with institutional objectives. The minimum output for each Enhancement Academy project should be a fully-implementable plan for positioning the institution’s technology-enhanced approach within a flexible and inclusive provision, involving the development of both the infrastructure and the workforce. Early evidence of implementation would also be welcomed. Participating institutions will be expected to produce a brief progress report and case study on implementation to the EA within a year of the completion of the 2009 programme.
2. BACKGROUND TO THE CALL
2.1 From late 2005 until mid-2008 the Higher Education Academy coordinated the HEFCE-funded Benchmarking and Pathfinder programme. Almost all of the material relevant to the programme, including links to individual project websites and reports, can be found on the two public weblogs at:

•
http://elearning.heacademy.ac.uk/weblogs/benchmarking/

•
http://elearning.heacademy.ac.uk/weblogs/pathfinder/ 

The final evaluation report Challenges and Realisations from the Higher Education Academy/JISC Benchmarking and Pathfinder Programme is available at   http://elearning.heacademy.ac.uk/weblogs/pathfinder/wp-content/uploads/2008/09/Bench_and_PathFinalReview20080926.pdf
2.3 Although that programme has now formally concluded, the Academy wishes to offer an opportunity, particularly for those institutions that participated in Benchmarking Phase 2, to participate in an organisational development and change process that will be informed by the insights gained from their benchmarking exercise whilst also building synergies with the Academy's successful Change Academy model. The “Change Academy model” is based on helping the institutions enhance their capacity to accomplish strategic goals and manage change. 
2.5 The main aim is to help institutions build capacity in a way that aligns well with the implementation framework of the revised HEFCE technology enhanced learning strategy or, in the case of any other home nations of the UK, their national strategies. Wider dissemination beyond participating institutions will be achieved by dissemination through the sector’s Research Observatory, hosted by the Academy.  
3. THE 2009 ENHANCEMENT ACADEMY

 3.1 The expected activities of the EA 2009 will be undertaken in the following format:
1. From those institutions presenting a brief expression of interest nine will be invited to attend an initial 24-hour event for team leaders, at which the EA process will be explained. Drawing on a successful feature of the Change Academy there will be a focus on the importance of selecting and preparing the members of each team. Teams are expected to consist of at least five members, each of whom will represent a stakeholder. Consideration should be given to the inclusion of a student.
2. The Academy will support each team leader to develop a proposal that will be taken by the institutional team to the main three-day Enhancement Academy event, to be held around six weeks after the selection of the participating institutions.  Proposals should describe a programme of supported work around a clearly defined enhancement area, with at least a partial focus on technology-enhanced learning and teaching.
3. The main event will be a three-day residential. Each institution will present its ideas to the other participants and to a number of invited experts from the agencies and the Pathfinder Network Projects, under the Chatham House Rule.  The event will have three primary aims:

a. To raise awareness of the institutional teams to the range of help and expertise that is available to them to draw on as their enhancement project takes shape over the following nine months.
b. To subject each team’s initial thinking to critical review and to provide feedback as the team works up a proposal to take back to the institution.

c. To allow the teams to gel together in a non-threatening but intensively focused three days of work. Participants will gain insight into change processes and develop a range of practical techniques that can be used in a variety of change projects.
4. Within each participating institution the enhancement project will proceed. A Critical Friend will be appointed to each project, funded by the Academy. The Critical Friend will work as part of the team, but will aim to bring other external expertise to bear as the project gets underway, calling on the Academy, including the Subject Centres, JISC and other agencies deemed to be able to add value to the project. 

5. Evidence from the Benchmarking and Pathfinder programmes indicates the importance of a discipline perspective.  We would expect that in some projects close collaboration with relevant subject centres will occur where implementation will be focused in particular Schools or Faculties. 
6. Each project will aim to produce an enhancement plan and commence implementation within nine months, taken to the point where implementation details have been addressed in detail, and where the support of the managers in the institution, needed for implementation, has been secured and some activity launched. 
7. During each project, drawing on the CAMEL model
 successfully employed in Pathfinder (see the above referenced evaluation report), reciprocal visits will be arranged between the participating institutions in the EA 2009. Each institution would be asked to host one such event (though see below for financial subsidy).
8. Towards the end of 2009 a second Enhancement Academy event will be held, a two-day residential. During this event each institution would again be expected to share the outcomes of its project, and to subject them to expert critique. It is important that institutions are not asked to offer details that they would regard as potentially compromising to their competitive position. The extent of confidentiality necessary in the EA, given the Chatham House Rule, would be an issue that the Critical Friend would discuss and advise on before the event. The intention is that participants in the EA will learn from each other, to the mutual benefit of each.
9. A Report on the EA 2009 will be made available through the Research Observatory, including reflections on the benefits of participation from each team. This dissemination would be updated from the progress reports on implementation provided by participants.
3.2 TIMETABLE OF KEY STAGES

Month 0:
Submission of Expressions of Interest

Month 1:
Invitations for Participation issued.

Month 2:
Team leaders meeting (24 hours)

Month 2:
Teams formed in participating institutions

Month 2:
Meeting of team with Critical Friend

Month 3:
Main Enhancement Academy event (three day meeting)

Month 3:
Teams start work on plan

Month 3:
Teams work with Critical Friend and other experts as appropriate.
Month 6:
Implementation project starts

Month 7:
Team hosts CAMEL event and participates in visits to other EA2009 institutions
Month 9:
Teams attend second Enhancement Academy event (24 hours)

Month 12
EA2009 Report distributed by Research Observatory

Month 18:
Institution submits brief report and case study
4. FUNDING & COSTS
4.1 Differing arrangements apply depending on whether the institution is supporting their participation directly or whether support is available via their national funding bodies. The invitations to submit an expression of interest will identify whether a fee, if any, applies. Any such fee will be constrained to the minimum necessary to support the development model. In all cases the EA institutions will be expected to fund the time and travel of their participating staff teams, but once a team has commenced a programme there will be no charge for attendance at the residential event, or for the fees for the Critical Friend, or those of other relevant experts input provided in support. A grant of up to £4K will be provided to each participating institution as a subsidy towards the costs of hosting the CAMEL visit.
5. HOW TO PARTICIPATE

5.1 If your institution receives an invitation to participate please submit an initial Expression of Interest which should address the following questions in no more than three sides of A4:

1. Name of Institutional Contact.
2. Brief description of the Enhancement area to be addressed.
3. Indication of why it is of strategic importance to the institution, why it follows from the benchmarking exercise, and how it will enjoy senior management commitment.
5.2 EOIs should be sent to Ellie Spilman at ELT@heacademy.ac.uk no later than than 5pm {insert date}
� Collaborative Approaches to the Management of e-Learning: see www.jiscinfonet.ac.uk/publications/info/camel-publication





