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Introduction

As part of a broader process of stimulating collaboration amongst distance education providers taking place under the auspices of the African Council on Distance Education’s Technical Committee on Collaboration, OER Africa and the Kwame Nkrumah University of Science and Technology (KNUST) signed a Memorandum of Understanding that has established a framework for a joint programme of action. Accordingly, OER Africa is providing support to KNUST in review of its current policies to assess the extent to which they facilitate collaboration and alternative, open licences for its educational materials. 
In preparation for a workshop on OER and KNUST policies, OER Africa completed a review of the following KNUST policy-related documents which were supplied prior to the workshop:

· KNUST Corporate Strategic Plan 2005-2014
· KNUST Network Operation Centre (NOC)
· List of Provosts and Deans
· Quality Assurance Presentation (QAPU)
· College of Health Sciences Strategic Plan 2005-2014
· Diagrams: Topology of wireless network; Fibre-optic backbone; Network operations centre.
OER Africa also visited the KNUST website on 13/02/09.
Development of this report was postponed in expectation that specific policy documents related to staffing, finance, materials development etc. would become available during or soon after the policy workshop. However, since no further documents were received, this report focuses on the information provided by the sources listed above.
The results of this review are presented below.
Policy Context

The context for collaboration and partnership is set out in KNUST’s Corporate Strategic Plan, where the institutional mission is explained as follows:

KNUST provides an environment for teaching, research and entrepreneurship training in science and technology for the industrial and socio-economic development of Ghana, Africa and other nations. KNUST also offers service to the community, is opened to all people and positioned to attract scholars, industrialists and entrepreneurs from Africa and the international community. [Corporate Strategic Plan, 2005:7]

Clearly, an important dimension of dynamic knowledge generation is to facilitate the kind of collaboration and partnership implied in the Mission statement of the institution. 

This general theme finds further resonance in the KNUST motto:
"Nyansapo wosane no Badwenmme". It literally means that the "Wisdom knot is untied by the wise child" Nyansapo (Wisdom Knot) is a symbol of wisdom, ingenuity, intelligence and patience.

It is a revered symbol of the Akans (a tribe in Ghana), which conveys the idea that "A wise person has the capacity to choose the best means to attain a goal". Being wise implies broad knowledge, learning and experience, and the ability to apply such faculties to practical ends. (Website 13/02/09)

It is also supported by the espoused values and practices of the institution:

Core values

Leadership in Innovation and Technology 

Culture of Excellence 

Diversity and Equal Opportunity for All 

Integrity and Stewardship of Resources 

(Corporate Strategic Plan 2005:8)

The University has many international collaborative links. Currently most Colleges/ Faculties/ Departments/ Research Centres have academic links with reputable foreign institutions of higher learning for either research and/or teaching. (Corporate Strategic Plan 2005:10) 
Thus KNUST is committed to working with others in the country, the region and internationally and doing so in ways that make the best use of the available resources – making wise decisions about the best ways to achieve a goal. Sometimes the wisest way to achieve a goal will be to make use of existing resources that are available as OER; sometimes, however, it will be necessary to develop new resources to meet new goals.
Key Challenges and Opportunities
The KNUST strategic plan identifies the following key challenges and opportunities facing the institution:

· Need to reduce dependence on government funding
· Between 1992 and 2005, student numbers grew by 272% but academic staff numbers grew by only 19,2%, with 45% of academic staff over the age of 50 
· Limited but growing ICT/internet infrastructure (Corporate Strategic Plan 2005:1,4,11)
· Government and international bodies are receptive to the Distance Education concept.  The University should take advantage of this and intensify its programme of offering distance education courses. (Corporate Strategic Plan 2005:12).
Like many institutions, KNUST therefore finds itself needing to become less reliant on government funding and to try to find more efficient but still effective ways of working. Distance Education has been identified as one possible strategy. A move in this direction will require a significant re-orientation of the institution and the development of learning resources. The OER movement could be critical to making this transition manageable.
Internal enablers of the transition include the existence of networked and internet-linked computer work stations on site and plans to expand the network to include the regions (Network Operations Centre document 2009:1) as well as a Quality Assurance and Promotion Unit (QAPU documents 2006/9). Both will be critical in supporting the transition towards greater distance education provision and the use and development of quality OER learning resources.
The College of Health Sciences seems well-placed to be in the vanguard of new approaches having completed a SWOT analysis that identifies challenges and opportunities that accord well with those of the institution as a whole – as summarised below.
	CHS strengths

113.1.1 Quality of Staff


123.1.2. Good Image and Reputation


123.1.3. Unique Programmes in Ghana


123.1.4. Collaboration with External Institutions


133.1.5. Good Environment and Infrastructure


133.1.5. Interaction with Alumni


133.1.6. Good Team Spirit


133.1.7. Good IT Facilities


133.1.8. Availability of Expertise



	CHS weaknesses

133.2.1. Limited Facilities for Teaching and Research


143.2.1.1 Faculty of Medicine


143.2.1.2 Faculty of Pharmacy


143.2.1.3 Faculty of Allied Health Sciences


3.2.2 Rundown Infrastructure and Facilities/ Equipment

143.2.3 Low Staff Numbers


153.2.4. Inadequate Residential Accommodation for Students and Staff


153.2.5. Inadequate Management Skills of Staff


153.2.6. Weak Inter-Departmental and Inter-Faculty Collaboration


153.2.7. Inadequate Staffing of the Right Mix


153.2.8. Weakness in English/Communication Skills of Students




	CHS opportunities

153.3.1. Postgraduate Programmes and Research


163.3.2. Teaching and Learning Innovation Fund (TALIF)


163.3.3. Consultancy Services


163.3.4. Collaboration with Industry


163.3.5. Distance Education


163.3.6. Continuing Education


173.3.7. Income Generating Unit


173.3.8. Access to Clinical Training


173.3.9. Sandwich Programmes


183.3.10. Collaborative Research


183.3.11. Alumni Support



	CHS threats

183.4.1. Inadequate Funding or Limited Resources from Government


183.4.2. Labour and Students Unrest


183.4.3. Government Policy on Growth in Student Population


183.4.4. Poor Conditions of Service





(CHS Strategic Plan 2005-2014)

In summary, the above review demonstrates that KNUST faces several critical challenges which can, at least in part, be tackled through effective collaboration in materials development and engagement in the development, adaptation, and use of OERs. Importantly, the need for the creation of institution-wide policies around Distance Education and OER provides an excellent opportunity to introduce new systems to manage the institution’s intellectual property (IP) more effectively, which take account of the changing realities of IP management in a digital age. Within such a policy environment and accompanied by effective systems to track and manage IP, collaborative efforts in materials development and the deployment of OER hold significant potential to tackle challenges of availability of materials and systematic improvement of their quality.

Some Key Policy Positions

Having analysed some key challenges relevant to OER and collaboration in materials development, it is now possible to explore key policy positions and objectives, in order to assess their relevance and implications. Since Distance Education has been identified as a possible future opportunity, our analysis will use a distance education policy framework as a point of departure. The following framework has been adapted from Lentell
 (2004: 249-259) and Welch & Reed
 (Eds) (c.2005).
	Policy Area
	Policy Issues/Objectives
	Relevance to collaboration and/or OER

	Identifying target audience
	· Educational purpose of the programme

· Demography of learner population (e.g. age range, gender, employment)

· Motivation for learning (e.g. vocational, academic)

· Existing knowledge and/or skills of target learners (e.g. can study skills be assumed?)

· Curriculum needs (e.g. is it defined by an examination or a professional body, academic knowledge, vocational skills?)

· Market research
	· The sharing of research and templates could facilitate the process of building and then using learner profiles at KNUST.

	Type of DE system


	· Campus based, organisation based, individual based

· Self-paced or programme based

· Open access

· Single, dual-mode, partnership service provider
	· The sharing of research, guidelines, process documents and quality criteria can help KNUST make informed decisions about which model(s) of DE will be most appropriate to its needs.

	Choosing the appropriate technology for distribution and materials and for interaction with students


	· Print, audio/visual, web-based or a mix

· Access implications of choice

· Training implications of choice

· Cost – including maintenance and sustainability
	· Open licences for materials will facilitate cost-effective production and distribution of materials

· Access to course materials from other ACDE members can be an effective, rapid strategy to secure materials for courses where no materials exist
· This might allow use of media that would not have been affordable if KNUST needed to develop everything itself.

	Business planning and costing


	· Philosophy and objectives

· Capital and recurrent costs

· planning

· implementation

· maintenance and updating

· fixed and variable

· Self-financing or subsidised?

· Courses portfolio (e.g. length of study)

· Course development and production process (e.g. team, individual contract)

· Course delivery

· Enrolment

· Tutorial system

· Materials dispatch

· Assessment

· Record keeping

· Marketing

· Funding
	· Clear policy indications are needed that materials development is considered important by KNUST and that there is commitment to investing in it

· Policy positions are essential to ensure high quality of materials and effective collaboration and this is indicated by allocation of appropriate resources including staff time
· May be necessary to include specific references to collaborative activities to ensure that funds are set aside to cover the time of academic staff from KNUST participating in such collaborative activities

· Sharing of course materials with ACDE members may reduce requirements to pay sub-contracting fees for materials development, as it may open access to already developed course materials in key areas of need
· Participation in materials development/OER collaborations could generate consultancy funds, providing an alternative income stream to the university and its staff and financial returns on capital investment

	Human resource strategy
	· Staff complement

· Staff development

· Staff workload

· HR systems
	· Most academic staff will be discipline experts rather than materials developers – OER can help with the development of skills related to materials development

· Staff awareness processes should include awareness about changing intellectual property parameters introduced by growth of ICT, and accompanying introduction to open licences like the Creative Commons

· Consideration might be given to the notion that staff participating in collaborative activities and materials development exercises that are over and above their normal workload can receive remuneration for their time spent – however, in the long term if DE provision accelerates – job descriptions will need to be adapted so that time is allocated to programme development, course design and materials production as a core activity

	Programme development, course design and materials production 

	· Buy, make or adapt

· Media choice and/or mix

· Instructional design

· Developmental testing

· Production

· Delivery

· Updating

· Storage
	· Facilitated by use and adaptation of OER

· Facilitated by systematic analysis of current copyright status of existing materials, and efforts to ensure that all materials can be freely updated and revised without securing additional permissions

· Existing OERs available on the Internet and materials available from other ACDE members can support review processes and cost-effective updating of courses

· Establishment of licensing frameworks relevant to digitized materials (e.g. Creative commons) will be essential to protect rights of KNUST

· Essential to define terms of use of all materials within a digital library, which will be facilitated by systematic materials audit and establishment of systems to manage KNUST’s knowledge base

· Shared course materials and OERs can be used to increase number of available materials in digital library without significant additional cost
· Collaboration with other ACDE members will facilitate such access, as will ongoing integration of KNUST into emerging global OER networks

	Tutoring and supporting students


	· Tutor role and tasks

· Tutor skills

· Recruiting tutors

· Induction and training tutors

· Monitoring tutors

· Marking and feedback

· Face-to-face, telephone, online tutoring

· Student counselling

· Student guides and providing information to students
	· The sharing of research, guidelines, process documents and quality criteria can help KNUST make informed decisions about suitable models for tutoring and supporting its DE/off-campus students.

	Recruiting and enrolling students


	· Making course information available

· Marketing

· Diagnostic testing of potential students

· Briefing students about ODL

· Enrolment

· Fee payment systems
	· The sharing of research, guidelines, process documents and quality criteria can help KNUST make informed decisions about suitable models for recruiting and enrolling DE students.

	Assessing students


	· Methods to be used (e.g. exams, projects, thesis and portfolio)

· Summative or formative

· Methods of submission and giving feedback (e.g. online or by paper correspondence)

· Recording marks and student progress
	· The sharing of research, guidelines, process documents and quality criteria can help KNUST make informed decisions about suitable models for assessing DE students.

	Managing and administering the DE system


	· Operational issues, e.g.:

· Finance

· Student recruitment

· Enquiries processing

· Enrolment

· Materials development

· Materials manufacture

· Tuition and support

· Assessment

· Technology

· Governance and management structures
	· The sharing of research, guidelines, process documents and quality criteria can help KNUST make informed decisions about suitable models for managing and administering its DE system.

	Collaborative relationships
	· Programme development, course design and materials production

· Associations

· Sub-contractors

· Work integrated learning

· Consortia
	· The sharing of research, guidelines, process documents and quality criteria can help KNUST make informed decisions about suitable models for managing collaborative arrangements.

	Monitoring evaluation and quality assurance
	· Who is the evaluation for? (e.g. politicians, managers, educational staff)

· The level of monitoring (e.g. system level, course/programme level, individual tutor or individual learner)

· Capability to act on findings of evaluation, monitoring and quality assurance

· Quality assurance systems
	· Completing a systematic audit of materials and their licences will create a clear legal framework to guide staff and students
· Maintaining proper licences that facilitate use and adaptation of materials further supports this
· The sharing of research, guidelines, process documents and quality criteria can help KNUST make informed decisions about suitable models for managing a quality assurance system in a DE context.


This analysis illustrates that, KNUST already has a strategic intent that supports collaboration and the systematic deployment of OERs. However, there are gaps in the current policy framework – particularly regarding an effective policy governing materials development in the short term and the implications of moving into distance education provision in the medium to long term – that should be plugged if the institution is keen to exploit the potential of collaborative efforts in materials development and the potential of OERs. Without modification of the policy environment to plug these gaps, it will be difficult to harness this potential in a systematic and sustainable way.
Issues for Consideration in the Short Term
Some key issues for consideration emerge from the above review. These are as follows:
1) A policy is clearly required to govern materials development. It will be useful to ensure that it takes account of the above analysis to create a policy environment supportive of collaboration and sharing and to ensure rigour in the management of the university’s intellectual property. Some additional observations are worth noting to feed into development of that policy:
a) The Human Resource Management policy must include references to copyright or intellectual property.
b) Workshop feedback suggests that materials development does not explicitly count when considering job re-categorization and promotion, performance-based incentives, and letters of recommendation and this may need attention. It would be useful if performance appraisal could include contributions of OER.
c) It is unclear whether or not job descriptions/employment contracts take account of the need to transfer copyright to the institution.
2) It will be important to include open licences (such as the Creative Commons framework) when organizing and executing training of staff and course writers on copyright issues and plagiarism. This will serve to deepen knowledge of the options available to manage intellectual property effectively.
3) It will be useful for KNUST to begin its commitment to sharing resources with others on a limited basis in order to test the potential and explore the policy implications through action research. 
� Lentell, H. 2004. Chapter 13: Framing policy for open and distance learning in Perraton, H. & Lentell, H. 2004. Policy for Open and Distance Learning. World review of distance education and open learning: Volume 4. London: RoutledgeFalmer/COL. 249-259





� Welch, T. & Reed, Y. c2005. Designing and Delivering Distance Education: Quality Criteria and Case Studies from South Africa. Johannesburg: Nadeosa.
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