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1 Introduction

The present document presents the pilot scenario in the DYNOCA project, based on results complied in the WP1/D3 document “Consolidated DYNOCA End-User Requirements.” and in the WP2 “Development of Reference Models and Pilot Scenario”. The mains objectives of this document are to:

· Define a real pilot scenario in which the DYNOCA system will be implemented;

· Check the inter-organisational information in order to be determined for future pilot scenarios;

· Define the success keys indicators in order to assess the real benefits the project will bring to the users.

This document is based on the result carried out in workpackage 1, task 1.3 and workpackage 2, task 2.1 and 2.2 of the IST 11065 DYNOCA project. This introduction is intended to demonstrate the meaning of the task 2.3 (Pilot Scenario Definition) for the overall project and its integration into the project’s context.

1.1 Objectives

The DYNOCA project aims at enabling and supporting dynamic networked organisations in the consultancy/agency sector carrying out media/design and consultancy projects. Typical for this sector are temporary projects with distributed players of very different size (ranging from large enterprises to micro enterprises and freelancers) working in heterogeneous environments (e.g. SUN or IBM workstations, PC, Apple MacIntosh). The teams, who carry out the work, are sometimes worldwide distributed. Beside the cultural and lingual problems this also means working with people living in different time zones.

An additional feature of this kind of project team is, that the same actor could participate in more then one project at the same time, but playing different roles for a limited period. This has to be handled through easy membership administration services. To protect the confidential information against unauthorised third parties, security mechanisms like secure transmission, encrypted messages and digital signatures have to be an integral part of the DYNOCA developments.

1.1.1 Global Project Objectives

The global objectives of the DYNOCA project are:

· To enable European enterprises including SMEs to increase their competitiveness in the global marketplace, specifically for the consultancy/agency sector.

· To allow European enterprises including SMEs to overcome constraints in working methods and organisation imposed by distance and time and to enable them participating in dynamic networked organisations.

1.1.2 Workpackage Objectives

Based on the conclusion of the end-user requirements analysis (WP1) of the as-is situation, future pilot scenarios of optimised inter-organisational information flows will be determined (should-be situation). The pilot scenario is oriented at real world cases, as the end-user carry out in daily working life. The two reference models (reference model for dynamic networked organisations and reference model for software systems for support) support the pilot scenario development.

1.1.3 Task Objectives

The objectives of the tasks are mainly the definition of a reference model for dynamic networked organisations, the definition of a reference model for modular software systems for support and definition of a pilot scenario.

1.2 Contents of Actions of Task 2.3

Generally the content of this task is:

· Definition of the DYNOCA Pilot Scenarios

1.3 Integration of Task 2.2 in Project Coherence

Based on the results of task 1.3 and task 2.2 the demonstration scenario will be developed. This demonstration scenario is necessary in order demonstrate and evaluate the DYNOCA software.

1.3.1 Inputs

Inputs coming from the WP 1, namely task 1.3 and WP 2, namely task 2.2.

1.3.2 Outputs

The output of the task 2.3 is described in the Deliverable D6. The results will be used in order to enable the development and technical Implementation of the DYNOCA system and to start with task 4.1 and 4.2 the piloting and evaluation of the DYNOCA System.

1.3.3 Continuing Tasks

Continuing tasks on the results are:

· Task 3.1 Specification of the DYNOCA System

· Task 3.2 Implementation of First Prototype

· Task 3.3 Implementation of Second Prototype

· Task 4.1 Piloting

· Task 4.2 Evaluation

2 Pilot Scenario for the Consultancy Sector

This chapter presents the pilot scenario in the IST 11065 DYNOCA project, based on results compiled in the WP1/D3 document "Consolidated DYNOCA End-User Requirements." This document is intended to outline a model process scenario of a company from the agency sector. This together with a model process scenario from the consultancy sector will, become the foundation for the development of a working DYNOCA software prototype.

In the consultancy sector, many projects are carried out by consortiums of companies geographically distributed. These companies have to communicate very often during the whole project and have to integrate parts of the work developed by the different partners into single documents. These companies come from different sectors with heterogeneous working environments and use a wide range of tools. Many times there is a very big interactivity between players to reach final versions of documents and work parts.

2.1 Brief Description Pilot Scenario 1

This pilot scenario is based on the business process "consortium agreement development" within a consortium of companies working in an European project. This is an interactive process involving all project partners exchanging a lot of information and administrative data. This kind of process is similar to other documents that have to be produced by a consortium during an European project lifetime like the “Dissemination and use plan” and others.

2.1.1 Business

Fordesi is a independent company specialized in the consultancy area, more specifically in the strategically consultancy. The company has 24 employees, working together with other companies. The working areas are national and Europeans projects.

In this particular scenario, Fordesi is project manager of an European project and has the responsibility to produce a consortium agreement for the consortium, a very interactive process since all partners are involved.

Actors and Roles

· FORDESI, Formação, Desenvolvimento e Investigação, SA – Project Manager, Developer

· BIBA, Bremen Institut für Betriebtechnik und angewandte Arbeitswissenschaft an der Universität Bremen – Technical Manager, Developer
· GDA – End User

· TEXAN  - Thomson – CSF Services Industrie, End User

· IXI – Ingenierie Concourante et Systemes d’Information, Developer

· UoN – University of Nottingham, Developer

2.1.2 Data Formats

2.1.2.1 Text & Images: 

All the information exchange is done via e-mail with text and MS Word and Excel files attached.

2.1.2.2 Data Integration 

E-mail comments are integrated by writing down the suggestions, text (from e-mail or Word document) are integrated with copy and paste.

2.1.3 Real Case Scenario 1

2.1.3.1 Business Process Consortium Agreement

In the European project “CODESCO”, Fordesi is the project manager and also responsible for writing down a consortium agreement.

The commission help desk e.g. provides European projects with model contracts/agreements and services regarding a revision of this and revise documents within reviews. So shall the partner responsible to produce the consortium agreement have any need for assistance or any partner during the whole process, they can get inputs from the commission help desk.

Fordesi develops a structure for the consortium agreement and sends it via e-mail to all the partners to collect their comments.

The suggestions sent by the partners via e-mail are filed into a specific folder for the consortium agreement. Fordesi integrates them by typing, producing a document to be sent as an attachment (MS Word file) via e-mail to all partners for comments.

Some partners have suggestions, which are sent via e-mail to FORDESI who again has to edit the document and mails the new version to all partners. All versions of the consortium agreement are filed into the folder for the consortium agreement, keeping old versions.

Again, there are some partners who are not satisfied with the text and once again send their comments to Fordesi, that has to integrate their opinions and resubmits the document for the consortium approval. The consortium agreement is a very delicate document that involves many changes, meaning a lot of work for the one that has to integrate all the reviews. This process takes a usually a long time.

When the consortium has reached an agreement, it has to be signed by all partners, keeping each one an original signed copy at the end. So FORDESI sends to one partner six pages to be signed by each partner. After having signed the six pages, he sends the six pages to an other partner. This process is repeated till all six partners have signed this pages, then they are returned to FORDESI who integrates them in 6 original final documents that is sent afterwards to all partners.

Results

The biggest problem in the above described scenario is that the partners don’t have access to an application that would enable them to edit a document in a distributed environment. Like this, producing a consortium agreement becomes an interactive process since all changes manually are integrated by the project manager and them have to be approved by all partners.

There should be an application that would make it possible that the partners make their changes directly into the document and it would be immediately available for the other partners on line. The changes should be traceable. Also the sub-process of producing a cost statement can be improved if everyone could integrate their data into the cost statement report, avoiding that the project manager has to integrate everything manually.

The digital signature can also be very helpful in the sub process of signing the documents in such distributed consortiums.

Business Process Diagram 1


[image: image3.wmf]Decide on Structure

Comment Structure

Produce / Edit Consortial

Agreement document

File Comments into Project

Consortial Agreement Folder

Receive Comments

PARTNERS

FORDESI

e-mail

Commission Help Desk

(External to the Consortium)

Need assistance

from Commission?

Send structure to all partners

Give assistantce on contracts/

agreements

Yes

Give assistantce on

contracts/agreements

Yes

No

Need assistance

from Commission?

Need assistance

from Commission?

Give assistantce on

contracts/agreements

Yes

e-mail



[image: image4.wmf]Send document for

comments

Agree?

No

Comunicates agreement to

PM

Sends final version

regular mail

No?

regular mail

e-mail

e-mail

Yes

Study document

File document into project

folder

Send comments to PM

Sends to other partner

e-mail

Give assistantce on

contracts/agreements

Yes

Need assistance

from Commission?

Sign



 EMBED Visio.Drawing.6  [image: image5.wmf]Integrate into final document

All partners

have signed?

Send  to all partners

END

Yes?

regular mail

regular mail


2.2 Conclusions

2.2.1 Realizations 

The documents should be available on line with the possibility of being edited by the different players, with the possibility of backing up all the changes the partner who does them, independent of the software applications used by the different partners.

2.2.2 Future Plans

Fordesi aims to implement a tool that will enable Fordesi together with it’s partners to simplify the development of such documents, but that can also be very helpful in other projects developed by consortiums.

2.2.3 Relation to the DYNOCA-System

The DYNOCA system should create a tool that enables all partners to have access to a document, being able to edit it in a distributed environment, down,- and uploading, keeping a record of all the changes made and signing it with digital signature.

3 Pilot Scenario for the Agency Sector 
This chapter is the document for the creation of a pilot scenario in the IST 11065 DYNOCA project, based on results compiled in the WP1/D3 document "Consolidated DYNOCA End-User Requirements." This document is intended to outline a model process scenario of a company from the agency sector. This together with a model process scenario from the consultancy sector will become the foundation for the development of a working DYNOCA software prototype.

Typical for the agency sector are media/design firms working on temporary projects with distributed players of very different size (ranging from large enterprises to micro enterprises and freelancers) working in heterogeneous environments (e.g. SUN or IBM workstations, PC, Apple MacIntosh). The teams, who carry out the work, are sometimes world-wide distributed. Beside the cultural and lingual problems this also means working with people living in different time zones.

An additional feature of this kind of project team is, that the same actor could participate in more then one project at the same time, but playing different roles for a limited period. This has to be handled through easy membership administration services. To protect the confidential information against unauthorised third parties, security mechanisms like secure transmission, encrypted messages and digital signatures have to be an integral part of the DYNOCA developments.

3.1 Brief Description Pilot Scenario 2

This pilot scenario is based on the business process "content development" within the company Berlin Information Group (BIG) as found in WP1/D3: Chapter 5.1.1.2 + 5.1.1.3.This process deals with data flow — contracting and collecting data — from freelancers to publishing on the web.

3.1.1 Business

BIG is an independent company specializing in the collecting, organising, and publishing of content in English, relevant to an international public, about the city of Berlin and other European cities. The core of the business is the content development, which uses freelancers and external content partners to generate or deliver content, as well as to edit content. The scenario we are looking at is the online product berlinfo.com and the role of BIG as producer. The project berlinfo.com divides into main sub-projects: content, technology, marketing, ad sales, design, administration, whereby the strongest level of interdependencies exists between content, technology, and marketing. 

3.1.2 Actors and Roles

· Jackson: Partner: co-founder and co-manager, responsible for content, marketing, ad sales, finances,

· Christian : Partner: co-manager, responsible for technology, marketing, finances

· Dan: Content Manager: responsible for coordinating, planning, assigning, editing content

· Jen: Freelancer: generates content

· Bruce: Freelancer: generates content

· Art Forum Berlin: important cultural 4-day event for contemporary art scene

· SkyGate: ISP and host server

3.1.3 Data Formats

3.1.3.1 Text & Images:

a. mostly e-mail Text & MS Word texts, attached pictures in .psd, .tiff, .gif or .jpg format,

b. QuarkXpress files

c. Otherwise printed texts by postal service or fax

3.1.3.2 Data Integration

a. E-Mail, with attachment usually as MS Word with copy and paste.

b. Fax, Letter are integrated by typing.

c. Telephone, Mouth-to-Mouth, also integrated by typing.

3.1.4 Real Case Scenario 2

In the Spring of 2000 BIG receives first press releases from press office of European Galleries announcing the planning of the 5th Art Forum Berlin, Berlin's modern art trade fair. The date is still not set, but it is clear that this is a major cultural event for Berlin. 

15 April 2000

10:00am: Jackson, with his former involvement in the Berlin art scene, realizes importance and mentions to Christian that this needs to be published for the international audience. 

10:05am:  Christian agrees. 

10:30am: Jackson talks to Dan about the event. 

10:35am: Dan assigns the event to the berlinfo.com art specialist, Jen. She agrees to cover the event. Jen starts to write an initial informative text based on past experience, the current press release and interviews with the organisers of the event.

14:00pm: Jen e-mails the 150 word text together with all the relevant specific contact information including, date, time, website-link, e-mail address, location, public transportation connections, this together with 2 attached images in the jpeg format to Dan. 

14:05pm: Dan receives text and images and copies the text information out of e-mail into a generic simple text file. He saves this file and the images in the raw (un-edited) text folder in Jen's folder. And begins to edit the text. Because of the volume of texts and other administrative duties and tasks. Dan does not finish editing the text until the following morning.

16 April 2000

9:30am: Dan has finished editing Jen's text and copies a finished version into the folder called  "edited texts", in "Jen's folder". Then he copies it the text into the custom designed FileMaker data-editorial software. Placing all the text information into their corresponding fields to create an entry about the Art Forum Berlin within the berlinfo.com section labelled "FREETIME" in the subsection "arts&culture." With the editorial software he sets all internal links to other relevant pages within the berlinfo.com site and links to all images.  He then exports the page to the local server using a Troi-Plugin for a preview and copyediting. 

10:30am: The copyedited version is now ready for uploading to the host server at SkyGate. Dan opens the ftp software Anarchie and uploads the new information to the external website on the host server at the company SkyGate.

11:00am: Dan notifies Jen and the Art Forum organisers via e-mail that her article is now online for review

April-September

Art Forum organisers send BIG updates and press releases, as well as requests for editorial changes on our website, via post as print material regarding event times, dates, etc. Dan makes updates accordingly until the event actually takes place.

26 September 2000

6:00pm: Art Forum Berlin opening night (to last until 1 Okt.). Dan and Jen and Bruce attend. 

27 Sept

10:00am:  Dan receives e-mail text and images from Bruce on the Art Forum. Dan saves text in "raw text" folder in the Bruce folder along with images.

11:00am:  Dan combines his own review with that of Bruce to create a final text on the 4-day art forum event. 

12:00am:  Dan enters the text into the editorial tool, exports entry, previews it locally and copyedits the text then later that day puts the new updated review online.

3.1.5 Results

It should be obvious in the above real case scenario that the overall problem is that only Dan has direct access to the editorial tool so that all the work with updating and entering and editing texts bottle-necks with him. The separation between various project area databases, like the Folders of "raw data" and "edited data" as well as the final version published on the local FileMaker database. This makes it necessary to enter the same data repeatedly. 

In the project area content, those producing the content – freelancers, content partners – have no access to the content database. All content must first manually go through the content manager, who must first organise the various content media (text and images, e-mails, faxes, letters, print material) and heterogeneous data types (addresses come in an assortment of formats before he can enter them. This creates a bottle-neck of content. To alleviate this, content producers must be integrated into the content database. Initial data must enter database only once: as raw data by content producer. Needed is a single database with various access levels so all parties both internal and external know what information already exists and what can be added, and which allows the same data to be published within different media at the same place in the system. The database interface software must allow for various access levels to account for each stage of further processing of raw data, i.e. raw data, organised data, edited data, published data.

3.1.6 Business Process Diagram 2
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3.2 Conclusions

3.2.1 Realizations 

A common database comprised mostly of texts and images needs to be accessible to both external and internal office use at various access levels. Companies and individuals must also be able to make suggestions, criticisms, changes regarding the entry about themselves.

Also regarding communication between employees, there needs to be some office blackboard communication medium established to integrate freelancers and their various ideas, because they do not have access to the office software.

3.2.2 Future Plans

These include a solution to the above mentioned problems by developing online capabilities for entering content. Such a model would include various levels of content storage and access through templates and forms for both BIG, content producers and partners in ad sales and marketing. In particular for content partners the template would include a function for integrating images, texts and event calendars into the central database.

3.2.3 Relation to the DYNOCA-System

The DYNOCA system should offer a solution for allowing partners, freelancers and BIG to communicate with one interface in real-time and over longer-term via public domain black-board areas, providing different groups, internal and external, different access to different parts of the same data system. This software also needs to be able to manage various versions of content, text and images, that are being processed by a content system.
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