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The Challenge
The volume and complexity of digital research data are increasing exponentially. Studies over the last ten years
 have shown that:
· Research data remains a substantially untapped resource in many disciplines

· Management of research data is not consistent or coherent and only a minority of researchers have national or international facilities available to them
· Provision of skills for data curation support and training for researchers is under-developed

· Research data is often unstructured and inaccessible to others

· There is no consistency of policy or practice across funders and disciplines

· Pressure is growing on HEI library and IT organisations to assist researchers with these issues and it is unlikely that the necessary data curation capacity can be provided locally.
Moreover the UK Government in producing “Science and Innovation Investment Framework 2004-2014” argued that the UK research base must have ready and efficient access to digital information of all kinds. Similar views have been expressed internationally, notably in the USA and Australia, where decisions have already been made to develop regional and/or national services for research data management.

The UK is fortunate to have a number of important building blocks in place and a robust technological infrastructure which will facilitate the setting up of a coherent national approach to the issues.  These include significant investments by the Funding Councils in JISC activities in particular, for example JISC Services and Collections, JANET, federated access management, the Digital Curation Centre and institutional repositories.  Such services are complemented on the other side of the dual support system by such facilities as the data centres run by ESRC, NERC and STFC. While the jointly funded Research Information Network is providing an increasingly important evidence base of researchers’ needs.
The Aims of the UKRDS Feasibility Study

The study was set up to test the feasibility of a national shared service for managing research data.  This would build on existing investment and good practice, fill gaps and develop capacity for the long term.  A successful UKRDS should:

· Advocate practical data management methods for researchers and funders
· Co-ordinate dataset management in accordance with protocols established between data providers, data users and data storage and curation facilities

· Enable reliable data discovery 

· Provide access to tools and expertise

· Be a focus for the development of policies and standards

· Provide access to effective training services and materials

· Engage existing facilities and expertise

· Be more cost effective as a shared service than institutions acting independently

The Methodology and Key Milestones for the Study
The study involved three key areas of work:

1. The assessment of researchers’  requirements through the use of questionnaires, interviews and workshops in the four case study Universities 

2. Engagement with a wide range of stakeholder groups including major funding bodies, archives and libraries, existing facility and service providers and others, including those involved in this work internationally.

3. Wide ranging desk research aimed particularly at assessing the UK provision in an international context.

The study was set up as a project using the principles of the PRINCE
 methodology with a Steering Committee comprising senior representatives of stakeholder bodies and a Project Management Board of senior IT and library staff, recognising the roles of the Russell Group IT Directors (RUGIT) and Research Libraries UK (RLUK) as project sponsors. The project management board appointed SERCO Consulting to carry out the feasibility study. The key milestones in the project plan were:

	
	Description
	Milestone delivery date

	1
	Project initiation and mobilisation
	End March 08

	2
	Initial workshop options long-list

Feasibility study analysis and interim report
	End April 2008

01/8/2008

	3
	Development of business plan for proposed viable options
	15/8/2008

	4
	Shared service vehicle design, governance definition and management structuring
	10/10/2008

	5
	Business plan update, final reporting and presentations
	28/11/2008


Key Findings
The case study work involved consultation with groups representing approximately 700 researchers and showed a number of issues:
· An increasing number of disciplines are producing electronic research data
· There is an acknowledged difficulty for researchers in retaining or managing research data beyond the life of a project once the funding associated with the project ceases
· Most research data is stored at faculty or department level unless there is a national facility

· 21% of researchers use a national or international facility 

· Most share data within research teams (12% do not); 18% share via a data centre 

· 43% of researchers would like access to others’ data 
· Those who did not have access to an established facility were particularly keen on a UKRDS

The engagement with stakeholders and desk research indicated that there was substantial infrastructure and expertise in the UK, but that this was set up as “islands” because each facility had been established to address a particular problem and coherence and communication between islands was limited.

Although the conclusion is that UK has a sound basis on which to build, there is work underway in Europe, USA, Canada and Australia and the UK needs to maintain its competitive position.
Options 

Three options were considered for a way forward:

· No Change - This would leave the current situation in place and UKRDS would not exist in any form. Some disciplines would be well-provided for, others would not;

· Highly Centralised - The study identified this option as the most invasive and expensive of the options, creating a new monolithic institution with responsibilities in every area of data management;
· Co-operative Service - Under this option, UKRDS would act as an enabling service, working with the many UK stakeholders. Such a service would be well placed to act as a catalyst for new services and partnerships, as a centre of excellence, as a standards-guiding body and as a source of expertise and information about data management and repositories, building on current best practice and facilities.
The Steering Committee and the project team concluded that the third of these options was feasible and most likely to succeed. Development of the recommendations and costing in this report have concentrated on that approach.

The Features and Benefits of the Chosen Approach

Research costs are growing and the management of research data is a significant cost.  A shared service approach to data management holds the promise of minimising the long-term impact and adding value through better exploitation of datasets.

Central to the co-operative service model is the development of data management plans for the data life cycle as described by the Digital Curation Centre
.
This approach allows for a UKRDS to bring increasing coherence to the data management task through exploiting the existing facilities within the UK while minimising the impact of change on those facilities. The shared services approach also allows for cost-effective and coherent filling of gaps.
Benefits include:

· Protection of investment in research and extraction of greater value;

· Preservation of opportunities for future research;

· Promotion of the work of the institution and researcher;

· Informing the strategic development of the research infrastructure;

· Reduction of duplication, recreation and errors, and unplanned data loss;

· Volume growth/capacity planning is more cost-effective;

· More opportunity for re-use, cross reference and dataset integration;

· Better targeted retention and disposal;

· Shared skills giving better coverage and thus better productivity in both service providers and researchers;

· Proper focus for practical best practice;

Additional direct benefits to the institution, to the researcher and to funders could include. 
Providing the focus for promoting the work of the institution and the researcher; 
Guidance on which repository to get research data from and a gateway to approved service providers.
Working with institutions, researchers and funders to promote and encourage the use of Data Management Plans to facilitate life cycle management of datasets;
Informing strategic development of the research infrastructure both at local and national levels, and working with stakeholders to inform policy and resourcing of post-project long-term data management.
Commissioning new services to fill gaps in data management
Cost Benefit Assessment
The feasibility study has clearly demonstrated the potential for a shared services model to achieve significant long-term savings for the UK HE sector and to add value to the national research base. The consultants undertook significant cost analysis in order to develop a model which would facilitate a phased implementation and would enhance the knowledge base required to scale to a national service. 

In costing the service and assessing its benefits we have assumed therefore that the service will start up with a relatively small group of key stakeholders which we term the Pathfinder phase. The Pathfinder represents an integrated approach rather than a pilot, and implies that a complete service can be implemented with a limited set of stakeholders so that a level of certainty in the practical implications of the service delivery infrastructure can be tested before the service is scaled up to serve the whole sector. Once established the service will scale up driven by demand while constrained by available resources at the time. The project team is satisfied that there is a cost benefit to be delivered even in the Pathfinder stage and the costs and benefits analysis shows this in detail in section 4 of the report and in the detailed spreadsheets provided as appendices.
Based on modelling across the sector in the UK, the projected savings which could be delivered by a scaled-up UKRDS service have been estimated to be the financial equivalent of 63.5 FTEs. This represents approximately 20% of what it would cost, on average, for each institution to develop its own central data management, training and advisory capabilities, and is a deliberately conservative estimate. 

The following table summarises the detailed financial assessment in section 4 of the report and in the appendices. It shows that on the most conservative assumptions the sector should realise the equivalent of £6m after 5 years in increased efficiency in research from the better management of data sets. 
	Activities
	Pathfinder Years 1 and 2
	Scaling Up Phase Years 2 to 5
	 Totals

	Operational development and service delivery
	£2.29m
	£1.94m
	£4.23m

	Capabilities - development and delivery
	£3.02m
	£11.33m
	£14.35m

	Totals
	£5.31m
	£13.27 m
	£18.58

	
	
	
	

	Benefits/Return on investment
	0
	24.42
	£24.42m

	Overall Savings Equivalent
	-£5.31m
	£11.15m
	£5.84m


Governance
The most effective long-term structure is likely to be a Company Limited by Guarantee with a Board made up of stakeholder representatives. For the initial Pathfinder implementation a suitable host institution needs to be identified where the organisation can be established and supported until it reaches an appropriate level of maturity to stand alone. Further discussions about the most appropriate future governance model will be discussed during the Pathfinder phase in the light of lessons learned.
Conclusions
1. The need for a UK-wide approach to research data management has been established through case study work, engagement with stakeholders and existing providers, and desk research on initiatives in the UK and abroad.

2. There are significant gaps in provision to be filled.
3. There are also significant building blocks in place with which to develop a UK-wide shared service for maximum cost-effectiveness and efficiency.

4. Considerable efforts are being made in other countries to surface and exploit data on a national or regional scale and the UK should ensure that it does not fall behind.

5. A UKRDS is deemed to be feasible and would offer the following strategic benefits:

· Capitalising on existing investment by the Funding Councils by providing coherence to extract maximum value from infrastructures and services already in place
· Providing a shared service across the dual support system and thereby supporting DIUS strategies

· Achieving leverage of additional research value and output, and increasing the UK’s global competitiveness in research

· Gap-filling at marginal cost

· Avoiding the opportunity costs of leaving individual HEIs to manage their own research data as opposed to taking the shared service UKRDS approach
Key Recommendations
1. That a UKRDS is feasible and should be considered for funding over a period of at least 5 years

2. That in the first instance a 2-year Pathfinder phase should be funded at a cost of £5.31m
� E.g. Lievesley and Jones 1998, Lord and MacDonald 2003, Tessella 2006, OSI 2006, Lyons 2007


� Bristol. Leeds, Leicester and Oxford all agreed to participate as case studies and are considered to be representative of the range of research intensive Universities 


� � HYPERLINK "http://www.prince2.com" �www.prince2.com�  for background on the project methodology PRojects IN Controlled Environments recommended by the Office of Government Commerce


� http://www.dcc.ac.uk/docs/publications/DCCLifecycle.pdf
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