OSS Watch Proposal 2008-2010 - Towards Sustainability

Since July 2006 OSS Watch has migrated from a purely educational objective to one of active support and guidance. That is, OSS Watch has found that the typical question asked of it is no longer, “What is Open Source?” instead it is, “How do we engage with open source?”

OSS Watch is now much more proactive in its support of projects and community building within and beyond UK HE and FE. OSS Watch has conducted a large number of consultations with projects and knowledge transfer units within institutions. These consultations indicate that whilst projects are becoming more appreciative of the importance of IPR management and of providing materials in an accessible form, they are less likely to take sufficient actions to ensure their outputs are sustainable beyond the current project cycle. This is largely because planning for future sustainability is seen as a drain on short term project resources.

This lack of attention to sustainability issues is harmful to all projects that intend to share outputs, regardless of their licence choice. Open source software, like closed source software, is only sustainable if it satisfies the needs of its users, both today and in the future. Where users or a portion of users (such as educational users), are expected to have unfettered access to the software applying an open source licence is not sufficient to guarantee sustainable access.

For truly sustainable open source software it is important that projects provide access to the developer community, the project memory and its source code. This allows newcomers to:

· verify the IPR position of the software,

· understand its current functional status,

· avoid repeating past errors, and

· contribute to development or, where necessary, build a new development community

Without an open development approach fragmentation of software development occurs. New users and developers are forced to take the software and develop it in isolation since they have no access to the current developer community. This fragmentation severely limits options for sustainable software development since developer resources are not consolidated. Furthermore, such fragmentation prevents most of the benefits of open source licensing models being enjoyed. 

Guidelines for open development are already encapsulated in the JISC open source policy
, which was created in response to the UK Government OSS Policy
. This proposal makes recommendations for further project support activities designed to ensure the JISC open source policy is adequately supported within software development in UK education. These recommendations are the result of 28 project and knowledge transfer consultations, national surveys
, extensive research into open source software development
 and practical experience of commercially sustainable open source projects
. 

By providing a more complete implementation of the JISC open source policy we will help to ensure that software development in UK educational institutions adheres to the UK Government policy on open source software, in particular: 

“Publicly funded R&D projects which aim to produce software outputs shall specify a proposed software exploitation route at the start of the project. At the completion of the project, the software shall be exploited either commercially or within an academic community or as OSS.“

The Growth of OSS Watch

OSS Watch was first funded in 2003 with a staff resource of 1.2 FTE, in 2004 this was increased to 3.2 FTE to allow us to turn our attention to producing high quality educational materials. In 2006 we added further resources to address a new stakeholder group that included knowledge transfer and legal services in institutions. At that time our staff complement increased to 5 FTE. 

Since the start of July 2006 we have become much more proactive in our engagement with projects, sending representation to all JISC programme start-up events, and where appropriate to other JISC events. We have also conducted 28 project consultations and 18 technology transfer consultations. These consultations have been supplemented by studies of openness in 104 JISC software development projects and in six mature open source development projects from various disciplines around the world.

As well as increased engagement with projects we have also extended our collaborative work with organisations outside of the UK HE and FE sectors. This has been through engagement with organisations such as the Westminster eForum, BECTA, The Open Source Consortium, FLOSSWorld, British Computer Society OSSG, Open Invention Network, Software Freedom Law Centre, Electronic Information for Libraries,  Moodle, The Apache Software Foundation, Google and many more.

Through our consultation and dissemination activities OSS Watch has earned a reputation for high quality, impartial, free advice and guidance relating to an understanding of open source licences and IPR management (JISC open source policy sections 2 and 4.1 to 4.4). This proposal extends our work in this area with activities to research, inform and guide the creation of a community led support network for high quality, sustainable software development projects in the UK. This work will focus on partnering with funded educational projects in order to develop an optimal model for open source software development in our domain. With this knowledge we will then endeavour to equip future project participants with the skills necessary to engage with open development methodologies of the type outlined in sections 4.5 to 4.11 of the JISC open source policy.

This open development support structure is intended to become sustainable through the development of a collaborative community of the type found in successful open source foundations, e.g. The Eclipse Foundation, The Apache Software Foundation and The Perl Foundation. Such foundations maintain large development portfolios with a minimum of direct investment, it is our belief that with careful planning such successes can be replicated in the educational space. This view is strongly supported by the findings of the Ithaka report, “Software and Collaboration in Higher Education: A Study of Open Source Software” 
.

Sustainability

OSS Watch has grown considerably and continues to do so. However the pool of money available to fund OSS Watch is not growing. This proposal includes activities designed to address this issues. It is our intention that OSS Watch will become a self sustaining service within five years, with decreasing funding after this funding round. We intend to transition to a full service via the project to service model and will work closely, as required, with the JISC on the implementation of this model.

All our work packages have been developed to provide one or more potential revenue streams. Using these streams we have developed a business plan to guide us to full sustainability. This proposal includes a work package and contract staff budget to conduct full market analysis and to further develop this business plan. An outline of the current plan is provided in Appendix B.

In addition to developing a business plan for sustainability this proposal includes activities intended to reduce the need for core funded project support within projects. This is discussed in the  section.

Work Packages

Our educational and outreach activities will continue largely unchanged from our current activities. These are supplemented by a new set of work packages targeted at researching, guiding and supporting the creation of open development communities in the UK educational sector. 

The following pages contain details of the work packages we will undertake, the deliverables and success metrics for each and reference to the relevant section of the JISC Open Source Policy they are designed to support. Furthermore, we highlight the potential revenue streams for these activities in order to allow them to be cross referenced with the business plan in Appendix B. Note that it is not necessarily our intention to pursue all potential revenue streams, they are identified here for completeness and will be fully evaluated as part of our sustainability work package.

Work package 1: Content creation and management

Aims and Objectives
Key Outputs/Measures

Raise awareness of issues relating to open source through the provision of high quality educational resources
Minimum of one significant OSS Watch publication per month (other work packages describe what this content will be)

Quarterly publications of commissioned content from specialist authors

Yearly print publications collating key documents for a given stakeholder group (minimum of three topic areas – namely development, IPR management and procurement)

Maintain a consistently high standard of content through the application of a quality assured publication process 
All documents to be reviewed and revised at least once every six months



Potential Revenue Streams

· Published materials

· Commissioned content

Relationship to the JISC Open Source Policy

This work package is designed to support all aspects of the open source policy through the provision of high quality educational materials.

Resources

· Led by Content Manager (0.8 FTE) with additional effort contributed by each member of the OSS Watch team as part of their work on other work packages

Work package 2: Liaison and Collaboration

Aims and Objectives
Key Outputs/Measures

Align OSS Watch activities with complimentary work in other organisations
Minimum of one active collaboration project with an appropriate third party at any one time

Ongoing engagement with relevant UK educational support services and funding bodies

Raise awareness of open source software developed in UK education
Half yearly report on significant open source events of interest to UK educational software procurement and development

Potential Revenue Streams

· Collaborator on funded projects

· Access to other funding streams (for example, EU funding, research councils and sponsorship) 

Relationship to the JISC Open Source Policy

By increasing awareness of open source activities and by encouraging collaboration between communities this work package directly supports point 4.9 Sustainability and communities of the JISC open source policy.

Resources

· Led by Service Director (0.1 FTE) and Service Manager (0.1 FTE), supported by substantial input from all members of the OSS Watch team.

Work package 3: Studies

Aims and Objectives
Key Outputs/Measures

Determine the state of open source development, knowledge and awareness in order to more accurately target future OSS Watch activities and to inform the community as a whole of future opportunities.
Completion and publication of our bi-annual national survey (further dissemination of this work is achieved via work package 4, events)

Development of three automated survey tools to collect data about open source adoption and development

Quarterly publication of automated survey results

Benchmark UK findings against previous UK and European results from related surveys 
Bi-annual report comparing and contrasting our survey results against similar survey results across Europe

Potential Revenue Streams

· Market analysis reports

· Procurement consultation

Relationship to the JISC Open Source Policy

This work package is largely intended to generate intelligence. This intelligence will then be used to enable institutions and projects to make informed decisions about the procurement and development of open source software. It therefore supports point 2 Guidelines for all JISC services and projects and point 3Guidelines for bodies awarding JISC funding.

By increasing awareness of open source activities and by encouraging collaboration between communities this work package directly supports point 4.9 Sustainability and communities of the JISC open source policy.

Resources

· Led by Research Officer (0.50 FTE) in conjunction with external support

Work package 4: Conferences and Events

Aims and Objectives
Key Outputs/Measures

Provide general guidance to all development projects
Minimum of five workshops per year focusing on key stages in the life of open source projects (e.g. two open development workshops, one procurement workshop, two BCE workshops)

Presentations as requested at third party events (minimum of six per year)

Identify and explore the challenges facing open source
Bi-annual conference reporting on the findings of our surveys (see WP3) and exploring future opportunities and challenges identified by the community.

Potential Revenue Streams

· Training events

· Paid speakers at third party events

Relationship to the JISC Open Source Policy

Through the provision of targeted training and presentations this work package supports all points of the JISC open source policy.

Resources

· Led by Content Manager (0.1 FTE) in conjunction Administrator (0.1 FTE) and with significant support from the OSS Watch team (0.3 FTE)

Work package 5: Business and Community Engagement

Aims and Objectives
Key Outputs/Measures

Develop appropriate materials to raise awareness of open source exploitation routes, business models and IPR management
Minimum of two briefing notes per year on business and community engagement (published as part of WP1)

Provide links between commercial organisations developing open source solutions for education and related research and development work within UK education
Active (unfunded) involvement of commercial organisations in the ongoing sustainability of 2% of JISC funded software development within 18 months.

Develop appropriate materials to enable institutional procurement projects to adopt best practice in evaluating and engaging with open source solutions
Minimum of two briefing notes per year on how to evaluate, procure and engage with open source 

Provide highly targeted advice to individual projects
Provide advice through consultation on all issues relating to business and community engagement with respect to open source software (minimum of eight consultations per year)

Potential Revenue Streams

· Consultancy: IPR management in open source software 

· Consultancy: Open source business models

· Consultancy: Procurement processes

· Training

Relationship to the JISC Open Source Policy

By providing educational materials and consultancy services we support all points of the JISC Open Source Policy that relate to IPR management and BCE, these include:

· 4.1 Copyright

· 4.2 Licensing

· 4.3 Trademarks

· 4.4 Patents

Resources

· Led by Research Officer (0.5 FTE) with significant support from each member of the OSS Watch team.

Work package 6: Project Registry

Aims and Objectives
Key Outputs/Measures

Increase reuse, sustainability and community development within open source software development in UK education.


Create and maintain a registry containing important community related information about:

· all JISC funded open source development projects (6 months then ongoing)

· all related open source projects directly to JISC funded development work (12 months then ongoing)

· strategically important projects not included in above outputs (12 months then ongoing)

All projects are to be categorised according to appropriate standards (JISC Standards Catalogue) and SUMs (JISC eFramework)

At least 35% of JISC project entries are to be maintained by the projects themselves within 1 year and 80% within 2 years.

Accurately target OSS Watch activities to maximally benefit open source software adoption and development in the UK Educational sector
Quarterly reports on openness generated from the project registry (starting in Dec 2008)

Integration of the project registry with the OSS Watch customer relationship management system (month 12)

Manage and sustainably develop an open source RDF/XML project registry tool
Publish and manage open source software for the creation of project registries (month 1)

Create an open development community to ensure maximum exposure of this software to relevant standards, projects and communities (ongoing)

Potential Revenue Streams

· Creation, support and customisation of specialist project registries

· Hosting of project registries

· Project and community profiling and evaluation

· Participant profiling and evaluation

Relationship to the JISC Open Source Policy

The registry does not archive outputs from projects; instead it provides a central point for the discovery of projects wherever they may be archived. It also provides a means for easily discovering relationships between projects, communities and participants within them. It therefore supports the following points in the JISC Open Source Policy:

· 4.5  Dependencies

· 4.9  Sustainability and communities

· 4.10  Documentation

Resources

· Led by Development Officer (0.5 FTE) in conjunction with external support

Work package 7: Project Support

Aims and Objectives
Key Outputs/Measures

Assist projects considering open source publishing of software outputs as a viable sustainability model
Provide consultation to at least three projects per call during bid writing with respect to resource requirements for sustainable open source development

Publish relevant materials as part of WP1 on how to budget for the development of sustainable open source (minimum of 2 briefing notes)

Research and demonstrate open development best practice within funded educational R&D projects
Actively support  six strategically important open development projects. This support to be provided through embedded mentoring.

Provide support consultations for projects engaging with open development methodologies (minimum of eight per year)

Publish relevant materials as part of WP1 on how to manage an open development project (minimum of 3 briefing notes per year)

Foster the development of a self-supporting open development communities in relevant research and development communities
Infrastructural support of open development communities in UK HE and FE (minimum of two specialist communities)

Actively link practitioners to existing open development communities where appropriate

Potential Revenue Streams

· Specific project expertise (targeted training, support, development)

· Open development methodologies consultancy

· Bid writing consultancy

Relationship to the JISC Open Source Policy

By engaging with key projects and by providing open development consultancy services backed by educational materials this work package supports a wide range of points within the JISC open Source Policy, in particular:

· 4.7  Testing and quality assurance

· 4.8  Version control

· 4.9  Sustainability and communities

· 4.10  Documentation

· 4.11  Software development and maintenance

Resources

Led by Service Manager (0.30 FTE) and supported by Research and Development Officers (1.5 FTE)

Work package 8: Sustainability

Aims and Objectives
Key Outputs/Measures

Develop and implement a business plan for OSS Watch with the intention of becoming fully sustainable
Produce a fully researched and workable business plan for OSS Watch within 6 months (with consultancy support)

Review the OSS Watch business plan annually

Implement the business plan as defined with a view to becoming fully sustainable within 5 years (reducing funded support annually after the second year)

External evaluation of the service (month 18)

Research and document sustainability options for software development projects
Publish appropriate documents on sustainability in open source software (4 documents per year as part of WP 1)

Potential Revenue Streams

· Sustainability consultancy

· Business planning consultancy

· Market analysis consultancy

Relationship to the JISC Open Source Policy

This work package is largely targeted at OSS Watch sustainability, however, the lessons learnt from our own work will be made available under WP1 and so there is considerable support for point 4.9 Sustainability and communities of the JISC open source policy.

Resources

Led by Service Manager (0.25 FTE) and supported external consultants

Work package 9: Project Management

Aims and Objectives
Key Outputs/Measures

Ensure the smooth running and reporting of the project
Six monthly reports to the JISC

Development to service reviews (as defined in the Sustainability Handbook)

Six monthly advisory committee meetings

Staff development and management (weekly team meetings, monthly individual meetings)

Potential Revenue Streams

Not Applicable

Relationship to the JISC Open Source Policy

Not Applicable

Resources

Led by Service Manager (0.25 FTE) with support from administration (0.2 FTE).

Key Stakeholders 2008/10

Stakeholder
Interest / stake
Importance

Education related funded services and programmes
· implementation of UK government open source policy

· implementation of JISC open source policy

· assistance in planning for sustainable development

· active support for open development projects

· guidance on open development

· IPR advice and guidance

· cataloging of academic projects and potential partners

· input on tendering and evaluation of bids
High

Non-academic partners
· quality assurance of academic software outputs and communities

· cataloging of academic projects and potential partners
High

JISC Development
· IPR advice and guidance

· practical support for open development

· increase in sustainable software development

· quality assurance “mark”
High

Technology transfer units/ institutional legal services/research services/business parks
· IPR advice and guidance

· open source licensing

· open source business and sustainability models 

· outreach to non-academic open source partners
High

Strategic IT decision-makers
· open source procurement and support

· Guidance on evaluation techniques for open source solutions

· maximising best value for money

· IPR advice and guidance

· sustainability through open development
Medium

Oxford University
· local expertise in licensing issues

· local expertise in sustainable software development

· local development of open source software to support the project registry

· local expertise in software QA testing

· input to ICT Strategy on software deployment and development
Medium

IT Managers and support community
· best practice at other institutions

· how to involve senior management
Low

Academic Staff and Students
· Research into Open Source
Low

The following diagram indicates where OSS Watch positions itself within the landscape of open source software development and adoption in the UK education sector.
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Appendix A – Case Study of Open Development

The following is a copy of an OSS Watch case study
 that explores a successful JISC funded open development project and the support OSS Watch have provided to date.

WebPA: a case study in JISC open development

 OSS Watch is funded by JISC to provide support and guidance on the use of free and open source software and licences. One of the ways that this can be achieved is through detailed one-on-one consultations with projects. OSS Watch has now conducted a significant number of consultations and is extremely pleased to report on some genuine results from that activity.

A significant consultation in early 2007 took place with the WebPA project. This JISC-funded project will make an open source version of an existing online peer moderated marking system and is especially interested in building a community support structure. Following a consultation with OSS Watch, the WebPA project, largely driven by Nic Wilkinson, took active steps to build a community support structure and it now seems that all that hard work is paying off. As a result WebPA makes an interesting case study as a model for all projects wishing to go down an open development route.

1. The WebPA blog

WebPA set up two project blogs as a mechanism to keep the community updated on what was happening. One blog concentrated on the technical development of the project (the technical blog) and the other on pedagogic research and the development of framework for the project (the research blog). The technical blog is a treasure trove for anyone interested in open development as it provides real life examples of the issues faced by the project and the practical steps taken to address them. More importantly for OSS Watch it provides a concrete example of how a JISC funded project can successfully take our advice and tailor it to their specific case. To illustrate this, consider these blog excerpts, listed here alongside OSS Watch's specific advice to which they relate.

· I never imagined that choosing the potential licence that we would use could be so difficult. This is all leading up to the writing of the consortium agreement and the future open source release of WebPA. 2 January 2007

Advice:Sort out your licence and IPR position early. In an ideal world, the licence will be decided before the project starts or at least as soon as software dependencies have been identified.

· We have also managed to get some very basic presentations together as an introduction to the project…. Our other major mile stone is getting a JISCmail list. 17 January 2007

· The WebPA Project has started to disseminate further afield in ‘DLib’ magazine. 8 February 2007

Advice: Make sure your potential community is aware of you and can communicate with you from day one, sure they won’t come flocking to your door yet, but creating a brand is the first step. Simply ensuring that all disseminated materials are identified as coming from your project goes a long way towards cementing your brand.

· Yesterday we had a very informative meeting with Ross and Rowen from OSS-Watch. 7 March 2007

· All this to do and two open source books to read! 23 March 2007

Advice: Do your research, building a community led project is not hard, but it is quite different to any other kind of project structure and it won’t happen overnight for you. Understanding best practice and figuring out how to apply it to your work is the key to success.

· As with everything related to agreements and IPR, there is a distinct lack of understanding as to the amount of work that needs to be completed. There is also a distinct lack of understanding as to why this can be so important to the project and its potential success. 24 April 2007

Advice: Recognise that you don’t know everything and get advice early. Once you have got that advice make sure that it is communicated effectively to both the project team and the community.

· Just to make sure that we are getting our moneys worth out of OSS-Watch (not that we pay) I asked some colleagues here at Loughborough if they would like to join the WebPA team for a couple of hours and sit in. Everyone who attended to find out about Communities has given positive feedback. People have said that they wished they had been able to give more time to attending the afternoon session, to find out more. 10 May 2007

Advice: Always help those who help you and give credit where it is due.

· It has also highlighted to the WebPA team some of the routes that the project can take as exit strategies or (a better term) project sustainability from when the funding runs out. 10 May 2007

Advice: Plan for sustainability as early as is practical. OSS Watch encourages you to consider it during the bid phase and can help with this. The sooner you start planning for it the more likely it is to happen.

Sustainability is concerned with the ongoing survival of the project, or the project's outputs, after the current round of funding. There are many sustainability routes available to projects including donating all outputs to a suitable parent project, exploiting the outputs commercially or depositing in appropriate repositories. It is vital to note that in the case of software it is not sufficient to simply make the source code available in a "forge" such as SourceForge.

· However, this is now giving me a headache! I have made it overly complicated. 15 May 2007

Advice: Keep it simple. Make it do what users want it to do and nothing more. Keeping it simple not only helps you, but it also helps anyone coming to the code as a potential contributor.

· After a fairly swift poll of the project partner and the other potential pilot the opportunity to use LDAP arose…. The first problem I encountered was… 25 May 2007

Advice: Be open about issues you are facing and how you intend to address them. By now you have a small audience, someone out there may have the answer, or may stop you making the wrong decision.

Best practice suggests that issues should be discussed on a mailing list rather than a blog since the intention should be to encourage contributions of all kinds. People can only comment on blogs, they can’t create new posts so their contributions are limited to the topics you choose. However, some community members may be more likley to engage with a blog post than a mailing list and vice versa so an interesting compromise coud be to deal with a particular isuue on the mailing list and then to re-iterate the point with a follow up blog post. This will maxiize exposure within your target audience.

· who is our community and what exactly will the wiki be used for? 7 June 2007

Advice: Don’t use technology simply because it is “cool”.

· a wiki is not the correct tool for discussion to be carried out on. We have a mailing list, which anyone can join and the achieves are openly available. Hence the mailing list is the correct tool and a wiki an incorrect tool. 7 June 2007

Advice: Use the right tool for the right job.

· In this process we hope to get more institutions to host WebPA for their academics. From this we hope to build a community of users. 15 June 2007

Advice: Look after your users first, without your users there is no project. From your users your contributors emerge. Remember that contributions take many forms, it's not just about code contributions, and contributors may have different roles. Feature requests, bug reports, bug fixes, and user feedback are all contributions, as is evangalism and generating attention in the wider community.

· Yesterday I attended a workshop run by OSS-Watch on building communities. For us as a young open source project it was really useful to get the opinions of the community that we work within but never really think of as a community! 21 June 2007

Advice: Ask OSS Watch for a consultation!

· This leaves one route to go down, which is to change attitudes. Whether this is the best course of action only time will tell 21 June 2007

Advice: If current practices are failing and you think you may understand why speak loud and clear. Don’t be arrogant, don’t tell “them” they are wrong, just lead the way and those who agree will come and help. Those who don’t agree will challenge you and will help you ensure that you have considered all options, thus you are more likely to choose the right path.

· my next delve [into Sourceforge] was to set up a list for feature requests and set up the few other lists for people to use when the project moved forward again. 6 August 2007

Advice: You absolutely must have an infrastructure that allows your community to engage with you. It doesn’t take long to do and once done it actually makes project management much easier, even if you don’t have a community yet.

· there are people out there trying to change both the system and the cultures, mainly thanks to the work of Randy Metcalfe, and now Ross Gardler, and the lads [and ladies] at OSS-Watch. Due to them I no longer feel isolated as they have set up a community which is thriving. 14 September 2007

Advice: Where possible engage with existing communities.

· Have we a break through, have I finally stopped talking to my self on the JISCmail list? 21 September 2007

Advice: Building a community is slow, it can be frustrating, it can be lonely, but it is worth the effort. Be patient.

· I am in the process at the moment of supporting a number of institutions with their own installations of WebPA. 8 October 2007

· I released a version of WebPA as a download on Friday 5 October 8 October 2007

· I have in the past twenty four hours been asked about the projects plans to develop integration modules for a particular VLE. 16 October 2007

· The road map document lets the projects community members see where the project is intending to go for the next phase of work… In order to ensure that the community needs are reflected… 22 October 2007

Advice: Understand your users, engage with your users, satisfy your users, make it easy for users by providing early downloads. Without your users your project will not be sustainable, the more users you have the more likely you are to find a sustainability route.

· This leaves me to add the information to the trackers myself. At the moment this is okay, as there are not to many requests. I am encouraging the users to use the sourceforge system, so every time I email back with the solution I endeavor to include tracking information, as well in, the hope that at some point they will use the system. 8 October 2007

Advice: As the number of users grows, so will the demands on your support activities. You must encourage your users to use the proper channels so that the support load can be spread across the community. This may require a change in behaviour for your users so aim to support them in adopting processes and procedures that may be new to them.

Remember users are usually the best people to support other users. The aim is to create a culture in which users who got free support from you are willing to give free support to others. Failure to do this means that you will eventually become a victim of your own success and will never have time to do development work.

· it [driveby contributions] is a way of building a project where people can contribute the small element they need to and then leave the project. Unknowingly I facilitated this type of action 26 October 2007

Advice: Consider third party contributions as just reward for all your hard work on community development.

To fully understand why these small contributions are important consider this WebPA case. It was a small bug that would only occur in a specific configuration in the authentication system so it was unlikely WebPA would find it.

If this bug went unfixed, how many potential users would try to use the software but give up because they couldn’t log in to their initial installation? Since every user is a potential contributor, each lost user is potentially a lost contributor. Furthermore, each lost user could be a lost paying customer for Loughborough or A.N.Other should they offer a paid product or service based on WebPA. In other words each lost user results in a decrease in the chances of reaching sustainability.

These small fixes are the lifeblood of an open source project not only because they ensure a higher number of satisfied users, but also because having had one patch accepted the contributor is more likely to submit another, then another and another. Eventually you have a new developer to vote into your project and you are on your way to sustainability.

· One piece of advice we were given was to make a demonstrator and make it available to potential users to see what the software is about. Well this was realised at the end of October. Within this first week we have had a phenomenal response. 1 November 2007

Advice: Make it as easy as possible for users to evaluate your software.

If someone tries an online demo and likes what they see they are far more likely to spend the time downloading and installing your software. If your software is not a webapp then create a series of screenshots and/or screencasts (actually they are useful for webapps too).

2. Does this hard work guarantee sustainability?

WebPA has done an incredible job of building a community support structure around their code, they are even starting to see genuine community activity.

Will all this effort make the project sustainable? It is far too early to tell. Building sustainable communities takes a long time. For example, this graph of activity on The Apache Software Foundation's mailing lists shows that it took around four years before the Apache community took off.

Although it is too early to say whether WebPA will reach sustainability it is possible to say this: if the users continue to appreciate the value of this software and the WebPA team continue to proactively support them in this way the chances of reaching sustainability are very high since all options are now available.

WebPA is certainly giving itself the best chance possible. 

Appendix B – Outline Business Plan

This section describes the work done on our business plan for the ongoing sustainability of OSS Watch. Readers should understand that this plan is not currently supported by any formal market research or competition analysis and is therefore subject to considerable change (See WP8, sustainability). Nevertheless, it is written in response to the needs identified by OSS Watch during extensive consultations over the last 12 months and thus it is a valuable starting point for understanding the potential for OSS Watch sustainability.

Key Markets

There are a number of potential markets for OSS Watch to exploit. Further business analysis will enable us to identify the most appropriate market for our services. The list below presents the primary markets in order of their expected relevance to OSS Watch:

· Research and development projects within education

· Commercial companies operating in the educational sector

· Higher education institutions

· Further education institutions

· Adult learning

· Primary and secondary education

· Commercial companies wishing to learn how to engage with open development

Potential Products

Most of our work packages, as described in this document, are designed to create one or more potential revenue streams for OSS Watch. These are summarised in the table below. 

It is not our intention to exploit all of these potential products, each will be fully evaluated as part of WP8 Sustainability.

Product
Comments

Training and Education

Specific project expertise
As OSS Watch staff will be embedded in strategically important projects we will be in a position to provide support and customisation for these projects (in collaboration with the project owners where appropriate).

Published educational materials
We author a large number of high quality documents exploring a wide range of issues relating to open source software. These materials could be re-packaged and published through commercial channels.

Open source training events
We will be running training events for UK educational sector. The materials generated for these events, coupled with our educational publications, could be repurposed as training materials for the wider marketplace.

Consultancy/Contract Work

Procurement
Our understanding of the open source development model and of the adoption of open source across the UK educational sector enables us to provide consultation services to any significant procurement exercise.

IPR Management (in open source software)
Our expertise in IPR within open source software is difficult to find in other organisations.

Open source business models and planning
A deep understand of open source business models and exploitation routes is rare. Whilst we do not currently have the necessary expertise to provide consultancy in this area, we do have a domain understanding. This could be augmented with business expertise in order to provide a valuable consultancy service.

Open development methodologies
Projects and companies wishing to engage with open development often need guidance in how to achieve optimal results.

Bid writing consultancy
When writing bids for development funds it is important to plan accurately for the future. When one is entering an unknown area, such as open source adoption or development, it can be difficult to develop this plan. 

Funded R&D Work

Collaboration on funded projects
We have existing experience of developing sustainable open source, and will further enhance this through engagement with further projects in the educational sector. Once firmly established in this role we can offer staff as partners on newly funded projects.

Core funded support of non-JISC projects
The UK Government policy requires that publicly funded R&D in software should consider exploitation as open source software. Therefore, it is expected that other funding bodies and organisations will be interested in the kind of advice and guidance OSS Watch offer. In fact, BECTA have already entered into negotiations with us and the research councils are reportedly willing to discuss options.

Commissioned Knowledge

Commissioned content
OSS Watch has a growing reputation for high quality and balanced materials. Through a commissioning process we could make our expertise available to third parties.

Open source market analysis reports
Our survey and monitoring work puts us in an ideal position to assist the business sector in evaluating markets for their products.

Paid speakers
Our expertise and independence places us in an ideal position to engage with third parties needing expert, unbiased opinion.

Project Intelligence

Creation, support and customization of specialist project registries
Our project registry software can be used to create niche registries for customers wishing to track a given set of projects.

Hosting of project registries
In addition to developing registries for customers we could host them.

Project and community profiling and evaluation
Our project registry contains reference information for the majority of significant projects in the educational sector. This information can be used to automatically gather, process and analyse statistical data about project activity, support, IPR position and code quality (as done in our studies work package). This in turn allows us to evaluate the fit of the project for specific needs.

Participant profiling and evaluation
It is common for organisations to employ staff to support open source procurements. When they do this they want to be sure that the individual can adequately support the product and train other staff. Our registry provides a means for identifying the extent to which an individual is involved with a given project, This is useful in either identifying or evaluating potential candidates.

Cash Flow Forecasting [removed]

�	 JISC open source policy - http://www.jisc.ac.uk/fundingopportunities/open_source_policy.aspx


�	 UK Governments open source policy - � HYPERLINK "http://www.govtalk.gov.uk/policydocs/policydocs_document.asp?docnum=905"��http://www.govtalk.gov.uk/policydocs/policydocs_document.asp?docnum=905�


�	 OSS Watch conducts bi-annual national surveys in order to produce an up-to-date picture of the deployment of open source software in HEs and FEs - � HYPERLINK "http://www.oss-watch.ac.uk/studies/survey2006/"��http://www.oss-watch.ac.uk/studies/survey2006/�


�	 In 2007 OSS Watch conducted a review of 104 JISC software development projects in order to examine the level of openness found within - � HYPERLINK "http://www.oss-watch.ac.uk/studies/jisc-projects2007.xml"��http://www.oss-watch.ac.uk/studies/jisc-projects2007.xml�


�	 Ross Gardler, OSS Watch manager, is a member of The Apache Software Foundation; ASF Member is a position of  privilege that is achieved by invitation only - http://www.apache.org/foundation/members.html


�	 Software and Collaboration in Higher Education: A Study of Open Source Software  - http://www.ithaka.org/about-ithaka/announcements/ooss-study-final-report


�	WebPA: a case study in JISC open development -  http://www.oss-watch.ac.uk/resources/cs-webpa.xml





