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Foreword
 

I first encountered Media Lab Europe in the summer of 2003. I was well aware of the MIT Media Lab – I’d spent 20 years in elite Universities in the UK and Europe, holding a distinguished Royal Academy of Engineering Research Chair. Also my role as Chairman of the IEEE (the world’s largest technical society) for the UK and Republic of Ireland meant I had a good overview of the State-of-the-art in Europe and beyond.
 

My initial encounter with the research and researchers of Media Lab Europe was exceptional. Here was a group, less than 3 years old, producing research of a quality that is increasingly competitive with the best in the world. I was excited and enthused to be asked to lead it.
 

After six months as Managing Director my initial experience has still proved representative. Media Lab Europe is a very special place making outstanding contributions to knowledge and society.  Having said that, it was not without its challenges: Media Lab Europe was not as focussed as it could be and there were organisational issues that needed resolution.  Furthermore like the rest of the research community it had found the recession to be a serious obstacle to wider engagement and financial stability.
 

In the last half-year, with the help of my colleagues and the board, these issues have been addressed. The Laboratory now has a clear focus for its work – Intimate Interfaces. Sensible and appropriate organisational and managerial practices have been put in place to ensure Media Lab Europe is a professional and supportive place to work. New procedures and practices regarding partner support and the acquisition of new partners are showing success, and new procedures for evaluating the progress of researchers in the lab are being implemented.

 

My impressions were, and still are, that Media Lab Europe is a unique and important place, an asset and competitive advantage to any economy wishing to participate in the high-end of the ICT sector. Media Lab Europe’s research is thriving, its people more settled and focused and its delivery mechanisms soundly in place.
 

Over the next few years I intend for Media Lab Europe to grow to lead its technical sphere, to provide outstanding value for its partners and to be a major asset in the growth of Ireland as Europe’s premier ICT location. This report outlines these plans and the steps necessary to get there.
 

 

Simon Jones
Managing Director

Executive Summary

Media Lab Europe has been successfully launched and asserted its unique identity.  In 3 short years it has created an extraordinary research and innovation laboratory for Ireland. The research and researchers within the laboratory are outstanding in quality and relevance. The existence of the laboratory, its unique relationship with Massachusetts Institute of Technology (MIT) and the impact of its work are increasingly recognised internationally, at major research conferences and through coverage in the international press.  It is unique in the depth and breadth of its connections with the world’s premier science and technology university – MIT.

It has accomplished all this in the teeth of the worst and longest recession in the ICT industries anyone can remember.  While the ICT industry in the last 3 years has shrunk significantly, we have nonetheless partnered with a dozen of the top organisations in our field across Europe and beyond. 

Now 3 years into its development, Media Lab Europe stands on the brink of a new phase.  Drawing on its initial experience, the lab is coming through a significant internal change process, combining improved internal management and procedures, adjustment to the organisation structure, cost rationalisation, identification of new funding sources and refinement of its marketing and partner relations processes.   Equally importantly, the lab has redefined its research mission and is now entering a new stage in its growth, which will:

· build on its existing research strengths to lead the field of human connectedness with technology and through technology;

· capitalise on the rapid rebound in the ICT sector to add significant numbers of new partners

· deliver an MIT Masters program, making Dublin, Ireland as the only place in Europe where an MIT Post-graduate degree can be studied, and

· put in place systematic methods for extracting and delivering value from the IP created to our partners and for Ireland. 

To do this Media Lab Europe needs a little longer financial runway to achieve long-term sustainability, i.e. sufficient scale of activity to provide the richness and diversity of skills necessary to attract adequate funding contributions from industry and other sources.   An additional contribution of €9m extra funding over three years over and above what its available reserves and expected fundraising is sought to enable the lab to deliver the commitments it makes in this report.

Disclaimer

This document and its annexes do not constitute a legal document.    Nothing in this document purports to be a legal interpretation of the three agreements dated 11 May 2000, establishing Media Lab Europe, nor does anything in this document represent a departure from or reinterpretation of those agreements.  Furthermore, it is acknowledged that, notwithstanding references herein to the Memorandum of Understanding dated November 1999, this Memorandum of Understanding is superseded by the agreements dated 11 May 2000.

1. Introduction

Media Lab Europe was established jointly by the Irish Government and Massachusetts Institute of Technology (MIT) in 2000 to function as “a self-sustaining generator of creative minds and ideas in the modern arts and sciences of multimedia, information and communication technology and digital commerce”.   It is branded as “The European Research Partner of the MIT Media Laboratory” and its research mission is “to expand Human Potential through Invention”.    The original aims of the stakeholders are outlined in Annex 1.  The lab is modelled largely on its sister lab at MIT.  Annex 2 contains a description of the MIT Media Lab model and the relationship between the two organisations.

The lab represents a unique, important and exciting manifestation of collaboration in research and development in digital technologies between Ireland (and indeed Europe) and the United States.   It embodies many of the principles of international co-operation and collaboration, the value of which is increasingly recognised not only at national, but also at European level.   Following a recent visit to Media Lab Europe, Congressman Bob Goodlatte, Chairman of the US House of Representatives Internet Caucus Committee, wrote:  “Europe and the United States can only respond successfully to the forces of globalisation and meet the challenges and opportunities of a new global digital economy through a strong, forward-looking and enduring partnership with each other, set in a global framework for joint action.   The research that Media Lab Europe is conducting in collaboration with the United States is essential to that partnership.”

2. Achievements

2.1

Unique research centre

Media Lab Europe has built up a new, independent, unique research facility.   During its relatively short existence, the lab has established an international reputation for excellence in a number of research fields.   The lab has grown to almost 100 full and part-time staff, with state-of-the-art facilities and resources.  The lab is truly international, with around 40% from Ireland, 35% from the rest of Europe, and 25% from the rest of the world).   The lab’s research activity has featured extensively in international press, has been the subject of a number of prestigious awards and scientific publications, and is increasingly attracting the interest of corporate partners and prospects.    Based in the former Guinness Hopstore, in the Digital Hub area of Dublin, the lab operates on a 24*7 basis, and has top class computing, communications and prototyping facilities and infrastructure. 

2.2

Research activity and programmes

The lab’s overall research mission is “to expand Human Potential through Invention” reflecting the combination of a strong technological base with an extensive interest in the human impact of and interaction with that technology.    There is now an exciting, broad-based programme of research activity taking place under a new umbrella theme of “Intimate Interfaces”.   This programme of research is exploring ideas such as how technology, and the way in which we interact with it, is becoming much more intimate and often subconscious.   It is also exploring how we can use technology to learn much more about ourselves and our physical, psychological and emotional wellbeing.   Finally, it is developing new and richer ways for people to communicate and interact with each other and with objects.   A summary of the Intimate Interfaces theme and the related research activity is at Annex 3.

Research areas:  The research groups at Media Lab Europe at present are:

	Group name
	Principal Investigator
	Area of research

	Adaptive Speech Interfaces


	Fred Cummins
	Exploring new ways for humans to interact with complex systems, including use of multiple, coordinated, parallel modalities, with an emphasis on speech and language used together with more traditional tools such as keyboards and mice.

	Common Sense


	Ken Haase
	Giving computer applications the adaptability, breadth, and integration to interact fluently, fail gently, and take initiative reliably.

	Everyday Learning


	Carol Strohecker
	Inventing tools and environments for learning that is creative, curiosity-based, self-motivated, and personalised.

	Human Connectedness


	Stefan Agamanolis
	Exploring the topic of human relationships and how they are mediated by technology, to conceive a new genre of technologies and experiences that allow us to build, maintain, and enhance relationships in new ways.

	Liminal Devices


	Rebecca Allen
	Creating experiences and technologies that examine the threshold between virtual and physical reality and between our inner and outer states of awareness.

	Mindgames


	Gary McDarby
	Exploring "Affective Feedback" to ascertain if it is possible to constructively affect the state of the human mind through a combination of sensory immersion, intelligent bio-feedback and multi-modal interface technologies.

	Palpable Machines


	Sile O’Modhrain
	Enriching the experience of interacting with the digital world by focusing on the capabilities of human sensory systems, in particular the sense of touch.

	Story Networks


	Glorianna Davenport
	Investigating new realms of storytelling by designing interfaces and narrative structures enabled by emerging media, sensing and communication technologies.


Collaborations:  Media Lab Europe has an extensive programme of collaboration with Irish universities.   Currently there are approximately 20 collaborative projects under way where faculty and students from the university collaborate with Media Lab Europe researcher, with activity taking place at both centres.  The universities’ participation is covered by a special fund administered by the Higher Education Authority (HEA).  (See Annex 4).   In a recent letter to the Department of Communications, Marine and Natural Resources, the HEA described this scheme as “very successful”.  It is an important mechanism for supporting a variety of exciting and innovative research projects, building collaborative relationships and creating connections between MIT and Irish academics.   

EU Projects:  Despite being a relatively small and new institute, Media Lab Europe has already been successful in joining research consortia which have, in turn, secured EU funding for their research activity under the Fifth and Sixth Framework Programmes (FP5 and FP6).   

FP5: 
MLE participates in FASIL (Flexible and Adaptive Spoken Language and Multi-Modal Interfaces) with partners including:

· University of Sheffield;

· Portugal Telecom Inovação;

· Cap Gemini Ernst and Young; 

· Royal National Institute for Deaf People;

· Vox Generation.   

FP6:  
Media Lab Europe is a participant in a Network of Excellence called ENACTIVE under the EU IST Priority heading “Multimodal Interfaces”.  Partners include:

· Biomedical Physics Group at the University of Exeter;

· DLR Institute of Robotics and Mechatronics;

· Max Plank Institute for Biological Cybernetics at Tubingen;

· Sony CSL, Paris.

The lab is in contract negotiations on an FP6 Strategic Targeted Research Programme (STREP) in the area of “IST and Inclusion” called MICOLE, which aims to develop a multimodal collaboration environment for visually impaired children.  Partners include:

· University of Glasgow 

· KTH Royal Institute of Technology, Sweden.

Patents:   The lab has a growing portfolio of exciting and valuable new inventions.  14 patent applications have already been filed or are in the course of preparation, with new and emerging projects continually assessed for potential patents.  Applications filed to date include Smoke Rings, a method and device for detecting toxic component, such as environmental tobacco smoke, in the environment and Cerebus, a Brain Computer Interface method and apparatus for positioning and retrieving information from a plurality of brain activity sensors.  A full listing is shown in Annex 5.    
Academic Papers:  Media Lab Europe researchers frequently publish the results of their work in journals, conference proceedings and other publications.  Ten papers have been published so far in 2004, and over 50 were published in 2003.   A full listing is at Annex 6.

Partners: Despite the economic climate of the past three years, Media Lab Europe has secured funding for its research programme from many organisations including AIB (Ireland) AOL (US and Ireland), BBC (UK), BT (UK), eircom (Ireland), Ericsson (Sweden), Essilor (France), Fondazione Ugo Bordoni (Italy), Highlands and Islands Enterprise (Scotland), Intel (US and Ireland), Orange (UK/France), Foundation for Science and Technology (Portugal), Royal Mail (UK).   

Awards:  Several researchers and/or projects at Media Lab Europe have won awards for excellence at a variety of international conferences, including the Open Doors Design Grand Prix, Doors of Perception, Amsterdam, 2002, the Montreal International Festival for New Cinema and New Media in 2003, and most recently the 2004 Prix Ars Electronica competition.   A full listing is shown at Annex 7.

Tech Transfer/Impact:  The MIT Media Lab/Media Lab Europe model represents a significantly different mechanism for research exploitation compared with traditional directed or contract research agreements.   Under the pooled funding model, each partner gets shared access to all of the technology and intellectual property.  Furthermore the labs operate a range of processes – events, bilateral visits, written communications, partner specific website area etc.-  to alert partners to potentially relevant intellectual property. Through their engagement with the lab, partners are closely involved with and aware of new technologies and potential applications as they are being explored and developed.   This is further facilitated by the lab’s emphasis on producing working demonstrations of ideas, technologies and applications.

A number of Media Lab Europe projects have already moved from the lab into “real world” usage. Some examples include:

· “Relax to Win, a video game in which activity is controlled by the user’s state of relaxation, is being used to help children with anxiety or attention deficit disorders, in clinical trials by the Mater Hospital Psychology Department.   Corporate partners are interested in developing a version of the game for use on a mobile phone platform. 

· “iCom”, a multipoint awareness and communication portal to connect remote spaces is currently installed by two of our partners, BT and Ericsson, and is being used by them as a communication infrastructure between different parts of their organisations. 

· “OpenWindow”, a one-way derivative of iCom has been trialled in St. James’ Hospital where it is used to provide a connection between a high-dependency isolation ward and an external place that is comforting to the patient.  

· “Texttales”, a large-scale installation using SMS messaging to explore public collaborative publishing, has been installed in a number of public exhibitions and settings.   

· “Empowering Minds”, building on technologies developed initially at the MIT Media Lab, is launching a new model of professional development through primary school teachers' learning about robotics and computational technologies side-by-side with their students.

2.3
Wider Impact

MLE Events:  Media Lab Europe’s events programme, most notably the “Open House” series over the past eighteen months, has attracted thousands of visitors both locally and from overseas, many of whom were in Ireland for the first time.   Key speakers at Media Lab Europe events include:

· Pat Cox, President of the European Parliament;

· Michael Robinson, Head of Design at Fiat;

· John Seely Brown, Chief Scientist at Xerox, former Director of Xerox Parc;

· Peter Cochrane, former Chief Technologist at BT;

· Peter Senge, Business Management expert from MIT

· and several other leading faculty from MIT.   

In addition, Media Lab Europe is now planning to organise a series of events targeted at particular industry sectors.   The first such event, currently being planned for later in 2004, will be aimed at the Internet Service Provider sector.   A full listing of major events is contained in Annex 8.

International events:  Media Lab Europe is now a significant venue for international research and innovation events, including: 

· “the Future of Learning: Let’s be Serious”, co-hosted by Media Lab Europe and St. Patrick’s College in June 2001; 

· “Extreme Interfaces”, a joint Media Lab Europe and MIT Media Lab research seminar in January 2002; 

· the world premiere of “Toy Symphony” with the National Symphony Orchestra (April 2002);

· “NIME02”, the first international conference on New Interfaces for Musical Expression (May, 02)

· “Eurohaptics 2003” in July 2003 (with the aid of Science Foundation Ireland, and co-hosted with TCD Psychology Department);

· “Innovation: Key to a Competitive Europe” with Pat Cox, President of the European Parliament in November 2003.   

On 17/18 May 2004, as part of the Irish EU Presidency Programme, Media Lab Europe and the Department of Education and Science will co-host a conference on  “New Futures for Learning in the Digital Age”, for policy makers and education practitioners from across Europe.

On 19 May, Media Lab Europe will host a further symposium on “ICT and Education: Incremental Progress or Fundamental Change?” bringing world-renowned figures in this field to Ireland including John Gage, Chief Researcher at Sun Microsystems, Alan Kay, formerly of XeroxPARC and recent winner of the prestigious Turing Award, and Seymour Papert, MIT Professor Emeritus.

External events: We also make our facilities available to other local and international organisations for events where there is a natural overlap with or interest in the work of the lab. Organisations accommodated to date are the European Biometrics Forum, Design Ireland, the Irish Internet Association, the Irish Software Association, First Tuesday, Tornado Insider, European Computer Society, Clondalkin Community Technology Group, Irish Computer Society and IBEC.  


Visits:  Media Lab Europe has welcomed many overseas visitors from companies or governments, hosted by IDA Ireland, Enterprise Ireland, the Department of Foreign Affairs, the Department of Communications and the Digital Hub.  Government delegations include representatives from Canada, United States, Jordan, Korea, China, Malaysia, Singapore, Australia, Slovenia, Hungary, New Zealand, France, Italy and the United Kingdom.    The lab is increasingly seen as a model centre for creativity and innovation, with many countries seeking to replicate some or all of its features and contribution, and it has been praised by many international visitors. 

Contribution to education: The Everyday Learning research group focuses on ways in which new digital technologies can contribute to, and indeed transform, the way in which we learn.   One project – “Empowering Minds”, run in conjunction with St. Patrick’s Teacher Training College, a college of Dublin City University – is bringing technology, tools and techniques into first and now second level classrooms by, firstly, re-educating the teachers and secondly giving children the power to explore and learn about subjects using appropriate technology tools.    This work is now being used as a basis for the development of an EU programme.   

Digital Hub: Media Lab Europe has been the pioneering first tenant of the Digital Hub since its launch in 2000, and has contributed significantly to the redevelopment to the Thomas Street area, not least by providing employment for up to 100 people, many of whom have also opted to live in the area, as well as by bringing many visitors into the area for visits or events at the lab.    Media Lab Europe research project demonstrations are regularly exhibited at the Digital Hub, including one donated permanently.
Social Outreach:  Media Lab Europe hosts an Intel Computer Clubhouse on its campus.    This is a facility for young people from the local area to explore and learn about digital technology.  It is a joint initiative between Media Lab Europe, Intel, the City of Dublin Youth Services Board and the South West Inner City Network.   Many of the researchers at Media Lab Europe volunteer time to mentor the children.   The original concept for the Computer Clubhouse was developed at the MIT Media Lab.    Recently, Media Lab Europe researchers also teamed up with the Amsterdam Intel Computer Clubhouse, on a project which also involved residents from Fatima Mansions, and a public installation in conjunction with the Ark and Temple Bar Properties.    Other projects have been developed in collaboration with or for use in local hospitals, and one involved working with inmates of Mountjoy Prison.  

Start-ups:    The lab has commenced discussions with agencies such as the Digital Hub and Enterprise Ireland to identify optimal arrangements to assist the emergence of start-ups from within Media Lab Europe.   A number of possible candidates are expected to emerge over coming months.  Encouraging and assisting them to locate in the Digital Hub will facilitate ongoing proximity with Media Lab Europe and simultaneously contributing to the development of the Digital Hub as a hotbed of new technology companies.  The aim here is to provide adequate support mechanisms to facilitate preparation of viable business plans, initial seed funding, access to business angels and other support mechanisms, in addition to being able to exploit Media Lab Europe Intellectual Property and maintain ongoing access and linkages to Media Lab Europe researchers, facilities and resources in ways that do not infringe the lab’s contractual commitments to its commercial partners.      
Press coverage:  Media Lab Europe continually attracts high profile press coverage for its research activity, leveraging its relationship with MIT to attract and secure exposure where possible.   Recently work at the lab has been the subject of extensive international press and media coverage, reinforcing the awareness of Media Lab Europe, in Ireland, as a centre for real innovation in the development and application of technology.

3. Future Strategy

3.1
Research

Research activity:  The Lab will build on its Intimate Interfaces theme going forward, placing it as a dominant player in research and innovation in the areas of human communications, connecting people with technology and connecting people through technology.   New areas of research will be pursued in order to build, expand and reinforce the Intimate Interfaces theme, where they are complementary to this theme and to the capabilities and activity of the existing team.   Overall, expansion of the research activity will reflect an increasing emphasis on some of the hard science elements that underpin and reinforce the applications that are expected to emerge from the Intimate Interfaces programme.

Research team:   The lab needs to continue to expand to reach an acceptable minimum level of critical mass of research activity and/or scale of representation by relatively senior researchers.    A minimum target of eight, and ideally ten, full-time PIs is needed to underpin the lab’s proposition of access to a wide variety of research activity, to widen and deepen the partner base, and to enable the lab to compete successfully with other European research bodies.   

At present, there are eight research groups, but only five have full-time leaders.   Three research groups are led on a part-time basis; one by a current MIT faculty member, one by a former MIT expert and one by a UCD staff member.    While this was appropriate during the Lab’s start-up phase, particularly in terms of building collaborative relationships with MIT and with Irish universities, we are now moving towards a situation where all research group leaders are full-time members of staff. 

Following a recent round of recruitment, one new Senior Research Scientist (currently with Nokia Research, and specialising in “trust” as a critical component of interaction with and via technology) has been appointed with effect from 1 May 2004, and discussions are under way with other candidates in anticipation of at least one further appointment.  These will be senior specialists, expert in exciting fields of new research activity which will be complementary to the existing team.    Further new hires will be made to bring the senior research team steadily towards ten full-time PIs.  This will represent a major research-leading force, in Ireland, covering an extensive programme of research and innovation, and will reinforce Media Lab Europe as a truly unique example of a highly interdisciplinary, high-tech, research centre.

Research collaboration:   The lab will continue with its programme of collaborative research.    By common consent, the HEA scheme for participation of Irish universities has been very successful and will be built upon.  The lab will also continue to develop its joint research activities with the MIT Media Lab, building on established relationships with faculty there, and developing new ones as new PIs join the Media Lab Europe (and MIT Media Lab) team.    The lab also has a growing programme of collaboration with several leading European universities such as University of London, University of Glasgow, KTH Royal Institute of Technology, Sweden and University of Tampere, Finland.

3.2
Education/Academic programmes

Researchers at Media Lab Europe range from undergraduate through post-doctoral levels.  They work side-by-side with their PIs and with each other, participating in the “studio” approach to research and learning developed originally at the MIT Media Lab and the MIT Department of Architecture to advance technology and to grow the people who create it.  
Joint activities:   Media Lab Europe will continue to collaborate with Irish third level institutes, including through the scheme funded by the HEA, which is enabling most of Ireland’s Universities to interact with our researchers and the staff at MIT. This has been supplemented by the EU programmes we have been involved in, which link many European Universities. Several of the lab’s researchers have enrolled in Masters or Ph.D programmes at universities in Ireland or other European countries, with their work at Media Lab Europe counting towards their degree and their Group Leader co-supervising with the university faculty member.  In addition, Partners such as the Portuguese Science and Technology Foundation will feature in our educational activities through Medial Lab Europe hosting and co-advising their doctoral students in Dublin, and will make a corresponding contribution to the Lab’s finances.

MIT Degree programme:   The increasing maturity of Media Lab Europe allied to the success of our Everyday Learning research group has argued for an expansion of our activities in education. It has been agreed with MIT that we shall run a Masters in Media Arts and Science programme at Media Lab Europe in Dublin, representing a profound vote of confidence by MIT in the capabilities of Media Lab Europe and setting a distinct place for Ireland in the premier league of countries offering advanced educational programmes. 

The programme which will take 2 years will be delivered jointly by Media Lab Europe and MIT staff. The Managing Director of Media Lab Europe will take overall responsibility for it. The programme includes a 1-semester stay at MIT and participation in the IAP (Independent Activities Program) in January. Students will be supervised by Media Lab Europe and MIT Media Lab staff. 

The programme is intended to start with a small number of students in September 2004. Candidates have already been identified. Over the next few years we will ramp up the numbers to an intake of around 10-15 students annually. We aim to attract the finest young minds from Ireland and all over Europe to Media Lab Europe to create a new generation of ICT innovators educated in Ireland, helping further to establish Ireland as Europe’s premier location for the ICT industries.

Research certificate: Pending introduction of a formal degree programme, post-graduate researchers at Media Lab Europe who successfully complete a two year term at Media Lab Europe receive a certificate of research excellence, awarded jointly by MIT and Media Lab Europe.  So far, 20 researchers have been awarded this certificate.   A further 18 are eligible to be awarded the certificate in 2004.

European Undergraduate Research Opportunities Programme (EUROP:)  Media Lab Europe has also successfully piloted its own version of the MIT Undergraduate Research Opportunities Programme (UROP), providing exciting research opportunities for undergraduates, drawn mainly from local Irish universities, as summer internships.  Participation on a part-time basis during term is also possible. So far a total of 40 undergraduates have participated in this scheme, gaining invaluable experience of working in a uniquely interdisciplinary research lab at an early point in their academic development, and in return either for payment or for academic credit at their host university.    

3.3
Fundraising

Undoubtedly the overall economic situation has been the single biggest obstacle to greater success in this area to date.   However, a number of other issues have been identified and are now being addressed.   Firstly, under the lab’s commercial proposition, access to its researchers is perhaps its most important feature.  This, in turn, means that the researchers, particularly the more senior ones, must be active members of the “sales force”.  Secondly, reinforcing this point, the Managing Director, also a senior research figure in his own right, must be seen to be the lead person in this effort.   Thirdly, the lab needs to take advantage of its relative independence and flexibility in order to be more opportunistic and aggressive in identifying and pursuing new funding sources.  Finally, much of the fundraising and partner relations activity has been “ad hoc” or reactive and there is both a need and opportunity for greater emphasis on processes and procedures in this area.   

In the light of these observations, a number of important changes are being introduced in order to reinforce the lab’s fundraising activity.

PI involvement:   Led by the Managing Director, all PIs will be actively involved in fundraising effort.    Access to people is the single most valuable aspect of partnering with Media Lab Europe, and it is vital that the senior members of the research team are active members of the “sales force”.    All Media Lab Europe PIs will be extensively involved in interaction with potential partners, and ability to participate in this activity will be a critical factor in recruitment of new PIs.

Marketing:   A new, aggressive marketing campaign has been launched to promote the lab to the corporate sector, particularly around the new theme of “Intimate Interfaces”.   This campaign, led by the Managing Director, and supported by members of the Board, has already seen significant increases in the level of interaction with potential partners.  (For example, visits to the lab by potential partners are up by 50% compared with the situation of six months ago).   Based on partner feedback, the lab has recognised that its partner relations activities were not getting the attention they deserved, and is now putting additional effort into its partner relations programme, so that partners and prospects have clear expectations about what the relationship will give them, and clear processes to extract benefit.  Annex 9 describes the benefits that partners receive.
Corporate sector:   Media Lab Europe’s core funding market remains large companies who need to pay attention to emerging technologies and develop related applications, products and services.  Funding has already been secured from a significant number of companies including AIB (Ireland) AOL (US and Ireland), BBC (UK), BT (UK), eircom (Ireland), Ericsson (Sweden), Essilor (France), Intel (US and Ireland), Orange (UK/France),  Royal Mail (UK).    The lab will continue to target this sector aggressively.  It is also identifying new categories of corporate targets, such as clusters or consortia of smaller companies who, individually, might not be in a position to join the lab.  We are in negotiations with a number of such organisations, in particular in Italy.

A number of additional target markets have been identified:

Regional Development agencies and SMEs:   Regional development agencies, which are keen to find ways to make SMEs companies more innovative and to expose them to new ideas and technologies, represent an interesting new target market for the lab.   We recently concluded a research partnership arrangement with Highlands and Islands Enterprise in Scotland to pioneer a mechanism for regional agencies to contribute funding in return for managed access to the research activity.  We are now targeting other regional development agencies across Europe and will continue to identify and develop suitable opportunities, including working with strategic partners where appropriate.

National Governments/agencies: We have opened discussion with a number of national Governments.   The agreements to establish Media Lab Europe prohibit MIT entering into similar arrangements elsewhere in Europe for at least ten years, but this does not preclude Media Lab Europe partnering with other countries in a variety of ways, including internships and residencies for researchers and students, and the option of creating a sub-part of Media Lab Europe in another European country if the terms and conditions were satisfactory.   In Portugal, the Foundation for Science and Technology has agreed to fund Media Lab Europe to host PhD students from Portuguese universities for one year of their academic programme.    Fondazione ugo Bordoni, an Italian Government research institute, has also been a research partner of the lab, contributing significant funding over a two year period.  We will continue to explore innovative new opportunities in this sphere.

EU:   As described previously, the lab has already secured EU funding for research under FP5 and FP6, and will continue to bid for funding on an ongoing, opportunistic basis.  The lab is also an active contributor to the development of the Seventh Framework Programme, having recently contributed to formation of calls for the Future and Emerging Technologies and Technology Enhanced Learning programmes.   Media Lab Europe PIs participate as programme advisors and proposal reviewers.  The Everyday Learning group was featured in a video produced recently by the European Commission.

SFI:   There is increasing alignment between the lab’s areas of activity and the aims of SFI, and the lab believes, in particular, that the Intimate Interfaces agenda is a good fit with the overall research interests and goals of SFI.   The lab will submit proposals to SFI to fund the appointment of senior researchers and/or the building of research teams as it progresses with its expansion, including proposals regarding the building of research groups for its new PIs.   Media Lab Europe is also interested in participating in an SFI-funded Centre for Science, Engineering and Technology (CSET) and has been involved in related discussions with a number of organisations.    The lab’s focus on the interaction of people with technology, and with each other through technology, coupled with its outward-facing, collaboration and industry partnership model means that it can play an important role in contributing to greater levels of joint industry-academia activity in areas of technological research that will be strategically important to the development of core competencies and activity in Ireland.

Licensing of IP:  The benefits for companies which partner with Media Lab Europe include automatic rights to licence any IP developed at the either Media Lab Europe or MITML, without additional payments beyond their annual partnership fees.   Third parties can negotiate a licence on commercial terms, subject to certain conditions.    As we build up our IP portfolio, we are now exploring the opportunities to develop longer term revenue streams from licensing of IP to third parties, in addition to regular corporate partnerships.  We have engaged an IP expert to assist with the patenting process, especially in the US, but also to work on identifying potential third-party licensees.  This represents a potential additional long-term revenue stream for the lab.

3.4
Organisation

Media Lab Europe was conceived at the height of the economic boom of the 1990s.   Part of the initial aspiration was that it would be even more entrepreneurial than the MIT Media Lab, with a higher proportion of commercial spin-offs.   Given the economic situation that has prevailed since its launch, this aspiration has proved unrealistic and the lab has settled into a research and innovation lab more closely aligned to the MIT Media Lab model, including a stronger educational element.   Thus, under this model, the key features are likely to continue to be the highly interdisciplinary research environment, pooled funding from a variety of sources (as opposed to direct project funding), a developmental path for researchers/students and deliberately high turnover of researchers to maintain freshness of ideas and activity.

CEO/MD:   This has had a number of organisational implications, including the replacement of the initial CEO, whose expertise and experience was in the corporate sector and included developing start-ups and raising venture capital, with someone from a background in academia and research management but with extensive experience of interacting with and securing research funding from industry.

Organisation and Governance:  Annex 10 describes Media Lab Europe’s governance and internal organisation structure.  The new Managing Director recently commissioned an independent review of the organisation’s management structures and competences by Mr. Tony Brady, to review their evolution and to assess what areas might benefit from further improvement.   (Tony Brady is a partner in Tony Brady and Associates, a respected HR/OD expert, with no prior involvement with Media Lab Europe.)  This review acknowledged the unique nature of Media Lab Europe and the significant improvements or refinements being introduced by the new MD.  It included a number of recommendations aimed at improving the overall management levels, particularly within the research team, which will be examined and implemented over the coming months.   A copy of the report is at Annex 11.    A table showing the key recommendations, and current management responses/actions, is at Annex 12.  A commentary on corporate planning at Media Lab is at Annex 13.

Relationship of stakeholders:   Given that the lab is now over three years old, and the economic situation since its launch differs markedly to that prevailing in the immediately preceding period, it is timely to consider a review of the nature and structure of the relationship of the they key stakeholders, i.e. the Government and MIT.   In particular, there have been difficulties in the areas of communication and reporting lines with main stakeholders, which may stem from different interpretations of how those structures and relationships were intended to operate, and/or failure to adhere to the agreed structures and reporting channels.   While this, in part, may be considered normal in the context of creating and running a new, unique institute, the difficulties have, at times, been sufficiently disruptive to warrant being addressed. 
4.
Finances

4.1
Historic

 A summary of the lab’s finances from 2000 to 2003 is set out in the table below.  (Details of the income and expenditure accounts and balance sheets from the statutory accounts for the years in question are in Annex 14.   The accounting year runs from 1 January to 31 December)

[image: image1.wmf] 

2000

2001

2002

2003

Cash Inflows:

 

Corporates

457

         

 

1802

       

 

2577

        

 

1837

      

 

European Governments and Regions

 -

 -

 -

EU 

 -

93

            

 

90

          

 

Irish Government Funding

8380

       

 

10158

     

 

5714

        

 

635

        

 

Other

2986

       

 

301

         

 

450

          

 

201

        

 

Total Inflows

11824

     

 

12261

     

 

8835

        

 

2763

      

 

Cash Outflows:

   

MIT Variable Payment

 -

 -

 -

 -

MIT ML Collaboration & Fellowships

593

         

 

815

         

 

889

          

 

952

        

 

Operating Costs

1327

       

 

5282

       

 

7824

        

 

6592

      

 

Capital Expenditure

1531

       

 

648

         

 

595

          

 

508

        

 

Total Outflows

3450

       

 

6744

       

 

9308

        

 

8053

      

 

Net Inflows/(Outflows)

8374

       

 

5516

       

 

(473)

        

 

(5290)

     

 

   

Closing Cash 

8374

       

 

13890

     

 

13417

      

 

8127

      

 


Variances:  Revenue generation has not been in line with original expectations, not least because of the extremely tight economic situation.  The MIT Media Lab has also experienced significant difficulty in generating new corporate funding over this period, but has been able to partly substitute funding from Federal Government agencies such as NSF and DARPA to help maintain the level of operation.  The public funding element of total revenue at MITML has risen from less than 5% to approximately 35% over the past four years.

Despite the fact that revenue has not been accruing as originally anticipated, Media Lab Europe has not had the usual option of restricting operations in line with revenues, given the need to grow the organisation to a certain level of critical mass.   Ability to generate corporate funding depends, to a large degree, on being able to present the breadth and quality of research that the model implies.   Similarly, in order to be successful in generating public funding the lab needs to establish scale and track record, although it is now seeing some success in EU fund raising.  Finally, the lab is introducing more efficient systems and processes in its fundraising operations.

The payments to MIT were set in the original agreements.  The Variable Payment, which comes into effect this year, is a % of Media Lab Europe’s corporate partner revenue, starting at 15% and reducing by 1% each year.   The Collaboration and Fellowships Payment is a fixed amount.  It was set at IR£700,000 for each of the first three years (starting May 2000), IR£800,000 for the next four years, and IR£900,000 for the next three years.

Notwithstanding the need to keep growing the quality and scale of research activity, a range of measures aimed at ensuring cost efficiency and effectiveness and minimising operating costs have been introduced since the end of 2002, including pay freezes and, in some cases, reductions in salary levels for various positions.   Budget allocations have been tightened wherever possible and capital expenditure has been reduced to an absolute minimum.  Operating costs in 2001 and 2002 include some non-recurring costs, particularly in the area of capital expenditure.  In addition, 2002 costs included a significant severance payment to the then CEO.  Overall, costs for 2003 represent a saving of almost 14% on 2002 based on absolute figures, implying an even greater saving when inflation is taken into account.

Researcher salary scales are indicated in Annex 10.   Note that all researchers are on fixed term contracts, and that Media Lab Europe employees do NOT benefit from a company pension scheme.

Details of staffing levels as at 31 December for each of the past three years are shown below.
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End 2001

End 2002

End 2003

Position/Title

Total

Total

Total

RESEARCH*

Snr Research Scientist

1

1

2

Principal Research Scientist

7

5

3

Research Scientist

1

0

0

Consulting Research Scientist

7(7)

5(5)

3(3)

Post Doctoral Researcher

0

0

3

Research Associate

6

10

12

Research Fellow

18

23

13

Research Assistants

0

0

4

Consulting Researcher

1(1)

0

2(2)

Graduate Research Assistants- Ph.D (3), M.A.(1) Degree(1) Candidates

4

5

1

Research Affiliate/ Scholarship/ Fellowships

2

1

1

Europs/Interns

**

3(3)

5(5)

3(3)

MIT ML Visiting Exchange Students**

3

0

1

Research Support

2

2

2

Research Lab Resource Support

0

1

2

Total Research

55(11)

58(10)

52(8)

Management/Administration/Infrastructure

12(1)

15

15

TOTAL    

67(12)

73(10)

67(8)

* does not include students/faculty from other Irish universities etc, e.g. under HEA scheme

**note that the  figure is higher during summer months


Value for money/Efficiency/Economy:    The lab is constantly reviewing and refining its internal processes to evaluate research quality and impact.   A review process has been put in place to assess applications from PIs coming to the end of their contracts who wish to be considered for a new term of employment at the lab.    The lab runs regular “critique” sessions where individual researchers present their work to colleagues and peers for critique, review and feedback.  In addition, the lab runs a programme of formal review sessions for researchers, involving external experts as well as the labs own PIs, twice a year.   In addition, the HEA scheme includes an external referee who assesses the programme and the projects under it.
As with any research institute, it is difficult to measure the lab’s activity and output against standard value-for-money criteria.  The main goal of the lab, in terms of research output, is to have a real impact.  This is increasingly being realised through the development of innovative technologies and applications which are being deployed in a variety of settings and are more and more attracting the interests of existing and potential partners.   This is reinforced by the lab’s growing record and reputation in terms of publication of academic papers and filing of patent applications.

Given the unique nature of Media Lab Europe’s approach to research activity and methodology, it is difficult to find a suitable entity for comparison purposes.  The lab is not a corporate/profit-making body, where the norms of return on investment would apply.   Equally, Irish University research departments do not represent a valid comparison, given the different nature of Media Lab Europe’s goals, operating model and independent character.

As the primary goal was to create an entity closely modelled on the MIT Media Lab, in many respects that organisation represents the closest entity for the purposes of comparison.    Analysis of respective operating costs reveals that Media Lab Europe’s are now broadly in line with comparable data from MIT, reflecting in part the cost savings achieved during 2003.  This applies despite the fact that Media Lab Europe, as an entirely independent entity, does not benefit from a broader base of infrastructure and support systems, and its cost base includes substantial payments to MIT under the original agreements.    Moreover, given that Media Lab Europe is still in its early stage of development, the ratios can be expected to decrease over time, as the research team grows in scale.

MIT Media Lab’s cost ratios:

Total direct operating costs – c. $30m.    

Total cost, on a per PI/Group basis, is approx. $1m.

Total cost, on a per student basis, is approx $200,000.

Media Lab Europe’s current cost ratios are as follows:


Total operating costs – c €7.5m


Total cost, on a per PI/Group basis, is approx. €1m (reduces as new groups added).


Total cost, on a per student/researcher basis, is approx. €200,000 (reduces over time).

4.2
Projections

A revised set of projections for 2004 to 2007 is set out below.  Indicative projections to 2010 are in Annex 15.  The future projections include revenue expectations based on the experience to date and recognising the various potential funding sources identified above, covering corporate, Government and regional development agencies, EU and foundations.  Whilst more optimistic projections could be included, experience to date suggests that they may be unrealistic and it is considered prudent to take a more cautious approach.  That said, we are confident that the projections now being proposed are realistic and will be aggressively pursued.   Assumptions made include growth of corporate revenue by approx. €1.5m per full year, incremental growth of funding from governments and regional development agencies of around €300,000/€400,000 per year, continued success in securing EU funding and some success in securing SFI funding for attracting new researchers to Ireland.   A new pipeline of potential partners is currently being developed.   Annex 16 contains details.

Costs for 2004 are expected to be in line with those for 2003, allowing for some modest research expansion and representing a significant saving in real terms.   These projections show that, despite realistic revenue projections and tight cost control (against the anticipated minimum scale of activity required) the organisation requires an additional cash injection of €9m over three years (2005 to 2007) to sustain it through this period and enable it to reach operational sustainability, whereby the lab will be at the minimum necessary scale to be a truly world-class research institute, competing with the best in Europe and beyond and capable of securing sufficient revenue to cover all costs from its various partnership programmes and public research funding programmes.

This cash buffer assumes that a minimum cash balance of around €4m is needed at each year end to contribute to costs for the following year.   
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2004

2005

2006

2007

Cash Inflows:

 

Corporate Partners

1405

             

 

2580

             

 

4170

             

 

5510

             

 

European Governments and Regions

450

               

 

800

               

 

1200

             

 

1500

             

 

EU 

180

               

 

400

               

 

700

               

 

1000

             

 

SFI and similar

200

               

 

400

               

 

500

               

 

600

               

 

Other

83

                 

 

50

                 

 

40

                 

 

40

                 

 

Total Inflows

2318

             

 

4230

             

 

6610

             

 

8650

             

 

Cash Outflows:

   

MIT Variable Payment

202

               

 

361

               

 

542

               

 

661

               

 

MIT ML Collaboration & Fellowships

1016

             

 

1016

             

 

1016

             

 

1016

             

 

Running costs

6488

             

 

6690

             

 

7345

             

 

8130

             

 

Capital Expenditure

392

               

 

300

               

 

320

               

 

350

               

 

Total Outflows

8098

             

 

8367

             

 

9223

             

 

10157

           

 

Net Inflows/(Outflows)

(5781)

            

 

(4137)

            

 

(2613)

            

 

(1508)

            

 

   

Closing Cash & Equivalents

3451

             

 

(686)

              

 

(3299)

            

 

(4807)

            

 

Cash Buffer required

 -

5000

             

 

2500

             

 

1500

             

 

Revised closing balance

3451

             

 

4314

             

 

4201

             

 

4193

             

 


Options to help generate this cash buffer are:

a) Secure a major single research grant from an organisation such as EU or SFI.    The projections already assume significant amounts of funding from these sources (although with corresponding implied expenditure increases) but through a number of relatively small individual grants and awards.  Larger grants, typically associated with new research centres and/or major collaborative projects, will be pursued but involve long lead times and statistically low probability rates.   It would not be prudent to assume that an additional grant amounting to up to €9m could be assured, and even if a sizeable grant was achieved it would carry substantial corresponding expenditure implications. (For example, in future budget projections, we have assumed corresponding incremental costs of 50% and 75% respectively for EU and SFI funding to cover entirely additional costs, with the balance covering reorientation or replacement of existing research staff and activity.) 

b) Adjust the arrangements regarding MIT payments, e.g. by converting from a combination of fixed plus variable payment to a solely variable payment system based on Media Lab Europe’s revenue stream, which would mean a lower overall level of payment to MIT based on the current revenue projections but implies higher payments if revenues exceed projections significantly.   

c) Additional Government grant, to protect the original investment.   

d) A combination of b), c) and d).
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