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About the SHEILA framework
The SHEILA framework was developed based on data collected from a series of consultations
with different stakeholders, including learning analytics (LA hereafter) researchers,
institutional leaders, teaching staff, and students, using interviews, focus groups, and group
concept mapping (GCM) methods. The analysis was guided by the Rapid Outcome Mapping
Approach (ROMA), which was initially designed by the ODI (Overseas Development Institute)
to inform policy processes in the field of international development using research evidence
[19], and has been adapted to guide the planning and implementation of LA at an institutional
level [5, 8]. The adapted model (Figure 1) begins by defining an overarching policy objective,
followed by six steps designed to provide policy makers with context-based information: 1)
map political context, 2) identify key stakeholders, 3) identify desired behaviour changes, 4)
develop engagement strategy, 5) analyse internal capacity to effect change, and 6) establish
monitoring and learning frameworks. Unlike traditional linear tools and approaches, ROMA is
designed to be used iteratively (as the spiral arrows indicate) to inform strategic choices and
meet unexpected changes (or challenges) in a complex setting.

Figure 1. The RAPID Outcome Mapping Approach [8]
We used the ROMA model as a coding scheme to analyse each of the 51 institutional cases
that we have collected through 64 interviews. We mapped out their LA-related activities and
challenges to each of the six dimensions in addition to the desired objectives, so as to identify
the strategic approaches (key actions) that HEIs have taken to adopt LA. Based on the
mapping results of key actions and challenges, and the interviewees’ views of essential
elements to include in a LA policy, we develop a list of questions, treated as ‘policy prompts’,
to address when developing a LA policy. Following this, we used the same method to analyse
data collected form GCM, student focus groups, and staff focus groups to reflect the
perspectives of a wide range of stakeholders. The two phases of analysis led to the first two
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versions of the SHEILA framework. Figure 2 explains the concept and structure of the SHEILA
framework, in which action, challenge, and policy elements interact with each other [16].

Figure 2. The SHEILA framework structure

The first version of the SHEILA framework1 contains a list of 42 action points, 59 challenges,
and 47 policy prompts across the six ROMA dimensions. During the analysis, we found a
strong connection between the six ROMA dimensions; that is, the same challenge may be
identified in multiple dimensions, and an action may be informed by consideration of multiple
dimensions at the same time. While the ROMA model is meant to be applied iteratively [6],
there does not seem to be a definite order between the dimensions. Therefore, we decided
to treat them as ‘dimensions’ rather than ‘steps’ as initially suggested by Young and
Mendizabal [19], so as to acknowledge the fluidity between the six dimensions.
We further carried out an open coding analysis on the lists of actions, challenges, and
suggested policy questions, and identified common themes including capabilities, culture,
ethics & privacy, evaluation, financial & human resources, infrastructure, internal & external
support, management, methodology, purpose, and stakeholder engagement. These themes
helped us to identify the main focus of action in each ROMA dimension and prevalent issues
to address. Dimension 1 (mapping political context) focuses on identifying the ‘purpose’ for
adopting LA in a specific context so as to drive actions in the other dimensions. Dimension 2
(identify key stakeholders) is driven by the recognition that the implementation of LA in a
social environment involves collective efforts from different stakeholders. Dimension 3
(identify desired behaviour changes) sets objectives, which reflect back to the ‘purpose’ of
adopting LA. Dimension 4 (develop engagement strategy) defines approaches to achieving
the objectives by addressing aspects that could otherwise become challenges, as identified in
the literature: resources, ethics & privacy, and stakeholder engagement and buy-in (see
Section 2.1). Dimension 5 (analyse internal capacity to effect change) focuses on assessing
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the availability of existing resources (e.g., data and funding) and identifying challenges (risks).
Dimension 6 (establish monitoring and learning frameworks) was the weakest in terms of
existing plans for evaluation among the majority the cases during the time of the study.
Detailed information about the development process of the SHEILA framework v1 is reported
in this publication: Tsai, Y. S., Moreno-Marcos, P. M., Tammets, K., Kollom, K., & Gašević, D.
(2018, March). SHEILA policy framework: informing institutional strategies and policy
processes of learning analytics. In Proceedings of the 8th International Conference on
Learning Analytics and Knowledge (pp. 320-329). ACM. Accessible here: http://bit.ly/SHEILAframework_v1_LAKpaper
The SHEILA framework was subsequently updated with additional action points, challenges,
and policy prompts based on data collected from GCM, student focus groups, and staff focus
groups to reflect the perspectives of a wide range of stakeholders. This led to the second
version of the SHEILA framework2, which consists of a list of 49 action points, 69 challenges,
and 63 policy questions.
The SHEILA framework can be used iteratively to guide the development of institutional
policies and strategic planning for LA. We tested and validated it through five workshops
between March 2017 and October 2018, involving 180 participants from across the world.
The participants come from organisations including higher education, government
organisation, not-for-profit organisation, and technology industry. Based on the feedback,
we are currently developing the third version of the SHEILA framework, which will be an
interactive, web-based tool, allowing users to customise a policy framework based on their
institutional contexts and needs. The SHEILA framework v3 will continue to evolve based on
crowd-sourcing knowledge – the new inputs of statements from users based on their
institutional experience. In this way, we acknowledge that a policy framework designed for
a rapidly evolving technology like LA ought to be updated constantly.
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Drafting a Policy for Learning Analytics
Using the SHEILA Framework

Use the SHEILA framework to guide you through the thinking of the key actions to take,
challenges to address, and important policy questions to answer, according to each of the
six ROMA dimensions above. This handout takes you through this thinking process step by
step. Get ready to start drafting a policy for your institution!

Define an overarching objective of the policy.
What purposes will this policy serve?
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Dimension 1 – Map political context

ACTION

Think about the political context of your institution. Are there any internal or external
drivers that surface a need for learning analytics?

CHALLENGE

Think about the existing or potential challenges that might exist in this political context.

POLICY

Based on the identified actions and challenges, Are there any questions that need to be
answered in a policy? Have you got answers to them?
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Dimension 2 – Identify key stakeholders

ACTION

Write down the people that will need to be involved in the design, implementation, and
evaluation phases.

CHALLENGE

Are there any existing or potential challenges to involve the identified stakeholders? Is there
anything about learning analytics that particularly concerns them?

POLICY

Based on the identified actions and challenges, Are there any questions that need to be
answered in a policy? Have you got answers to them?
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Dimension 3 – Identify desired behaviour changes

ACTION

Write down the changes that you would like learning analytics to bring to your institutional
environment or particular stakeholders. Why are these changes important to your
institution?

CHALLENGE

Are there any existing or potential challenges that might happen when action is taken to
achieve the desired changes?

POLICY

Based on the identified actions and challenges, Are there any questions that need to be
answered in a policy? Have you got answers to them?

http://sheilaproject.eu/

Dimension 4 – Develop engagement strategy

ACTION

Think about the steps you will take to bring about the changes identified in Dimension 3.

CHALLENGE

Are there any existing or potential challenges that might stop you from carrying out your
strategic plan or affect its efficacy?

POLICY

Based on the identified actions and challenges, Are there any questions that need to be
answered in a policy? Have you got answers to them?
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Dimension 5 – Analyse internal capacity to effect change

ACTION

Think about your institution’s readiness. What do you need to carry out the strategic plan
that you came up with previously?

CHALLENGE

Have you identified any particular area that needs to be improved to get your institution
ready for learning analytics? Are there existing or potential challenges in improving your
institution’s readiness? Think particularly about resources (infrastructure, finance, human
capital), ethical or privacy issues, and institutional culture (stakeholder involvement & buyin).

POLICY

Based on the identified actions and challenges, Are there any questions that need to be
answered in a policy? Have you got answers to them?
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Dimension 6 – Establish monitoring and learning frameworks

ACTION

Define success indicators and consider both qualitative and quantitative measurements.

CHALLENGE

Are there existing or potential challenges in planning a monitoring framework?

POLICY

Based on the identified actions and challenges, Are there any questions that need to be
answered in a policy? Have you got answers to them?

Do you know that the SHEILA framework can be used for strategic planning
and readiness assessment too?
Do you know that the SHEILA framework should be used iteratively?
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