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Introduction

Information - Different and the Same 

Information is a commodity – it is created, produced, packaged, reproduced, manipulated, and distributed to a wide variety of audiences, meeting a variety of needs. It is reasonable to believe that a variety of users will have a “different need” for “same” information – they may require it in different formats. IPGRI’s policies and programmes all respond to this factor – the importance of ensuring that those who need to be reached are. 

“Working through networks”

IPGRI actively seeks and establishes networks in order to facilitate the promotion of food diversity. This m.o. should also be applied to how IPGRI, both the various departments within HQ and the offices in the regions, interact with the Communications Services (CS). A networked and collaborative planning of a publication (Information Output) will allow for greater benefits, as not only does the “reach” of the information expand, but a more efficient and organized network is built.  

The Project - Overview

Currently, print and electronic forms of information outputs are produced, but they co-exist as separate sources/documents, and not as different versions of the same information. The workflow involved to achieve said publications is not synchronized. There are varied approaches to changing this and a major goal of the CS would be to review the consistent application of procedures established to assist in the production flow.  

This report will firstly, review of the types of publications that are produced, in what formats and for whom. The discussion will consider the users of said publications, their needs and IT capabilities. A review of the current workflow of the CS was conducted, via employee job-shadowing, interviews, and reviewing available documentation. 

The main concern of “communication” should not lie in the physical publication of a journal, newsletter, bulletin… but that an electronic and printed version can co-exist and thus be generated simultaneously. That information can be format independent and therefore adapted for multiple uses – created once and re-used as needed. Having format independent information will also ease archiving issues. The possibility for providing the information in a print-on-demand basis is increased and is now cost-effective. The overall benefit is that having format independent information will assist IPGRI in providing information to regions affected by the technological divide. 

Workflow Review Objectives

The Workflow Review followed specific objectives, in order to be flexible in its review of the varied information sources that affect production:

 - To review the workflow for production of Information Outputs: what works, what can change, what can be added, etc.

 - Therefore, consider the IT abilities and needs of the users of our Information Outputs 

 - Focus on the provision of service, to provide ease for submissions, while “insisting” on standards 

User Needs

Publications

The numerous publications have been reviewed, organised into 10 thematic categories (as per the web-site’s search function “Thematic and Alphabetical search in the Publications Catalogue”). Table 1: Categories of Publications reviews each category by target audiences and possible outputs. The review of these publications began with myriad questions:  Who uses these information outputs and how are they used? In which formats do they occur? Should they? – That is to say, can they be provided in different formats so as to facilitate access? Since the point of publications is “use,” be it by policy makers, germplasm specialists, education of local farmers, etc., the primary concern should be in effectively reaching your audience. Therefore the varied needs and IT capabilities of the end-users are necessary factors to consider in deciding which format to produce an information-output.

Access and Users

Do all publications really need to be on web?  Is the information available in PDF format? What about those regions with limited IT – how long does it take them to download our PDF files? Can we efficiently provide access to full-text via PDF? Can there be other electronic formats? The options and possibilities available are as varied as the questions. Information can be provided via a traditional HTML/web page, or as a downloadable PDF, via an email distribution list, or annual CD-Rom… This is to emphasize that “Electronic formats” does not only mean a traditional web page.  

Considering the different formats available, an effective way to ensure reaching our target audience is to consider their needs and IT capabilities. Responding to the needs of those affected by the digital divide, information can be provided electronically, and off-line (a searchable CD-ROM), or via an email distribution list (for those with email connections without internet searching facilities). 

Some requests have come in for non-print versions of our publications. Since we have many CD-ROMs of “Final Print Version” of an Output, we can also consider setting up a procedure for such in-coming requests. This brings up the discussion of “print on demand” services. Since the Output is archived digitally, there is ease in “selecting” specific information for transmission. 

Languages

Another factor to consider is the use of multiple languages and translated texts. Publications have been produced in a variety of languages (some full text translations, some abstracts…). Is this translation adequate? Appropriate? Culturally correct? This is difficult to ascertain for transliterated documents. The use of networks (IPGRI and CG Centres) would be a very good way to help alleviate this issue. Providing a blueprint or PDF to a regional office, asking their review of the text, but also their cultural opinion regarding colour-use and images can help IPGRI continue to reach a wider audience. And, with growth would come the opportunity (or need) to expand and add new languages to publications. 

However, IPGRI (or for that matter, most any institution) cannot conceivably print in every language. Perhaps an effort can be made to translate more often into French (in order to reach many more African countries) and into Spanish (for the South American countries). There are always costs involved in translation, which should be addressed when the projects and information outputs are being discussed and budgeted for. 

Table 1: Categories of Publications
	Category 
	Target audience
	Publishing Options

	BIBLIOGRAPHIES 

Compilation, by topic
	Scientists/Researchers

Academic (instructors, students)
	Online databases 

See Note 1

	BOOKS, GENERAL

Varied topics, in general terms.

i.e.:  Historical information, Directories, Manuals, Proceedings/technical reports
	General public 

Non-scientific
	Books = print

However – options for searchable PDFs (depends how “hot’ topic is…)

	CONFERENCE / MEETING PROCEEDINGS

3 levels:  global, regional, subject-specific

2 natures:  “news” / ephemeral

                  “state of the knowledge”  
	Content depends on type of proceedings, therefore can have scientific, academic, and general audiences 
	E-version (bookmarked PDF) good direction, b/c follow reading habits of journals: scan the Table of Contents, peruse abstract /article…  

Provide printed proceedings for participants

	DESCRIPTORS LISTS

Tool / Guide to document data on PGR
	Mainly for gene bank practitioners

Scientists/Researchers

PGR community 
	Printed 

Note:  Online/Electronic versions have been requested

	DIRECTORIES

Directories of the various gene-banks’ germplasm holdings, by accession number…
	Scientists/Researchers
	All info in database 

Note: only available online, therefore make accessible offline (CD-Rom)?

	GENERAL PUBLICATIONS

“Easy-reading,” background, and PA-type information
	Primarily, non-scientific audience
	Print

Web pages (traditional html) 

	MONOGRAPHIC SERIES

“Crop Monographs” 

NUC and NUS are in here
	Scientists/Researchers, 

Gene-bank practitioners,

Academic audiences


	Much is “reference material” used by varied people, reasons… 

*should review their formats* i.e. to print, searchable e-solution 

	NEWSLETTERS           

PGR Newsletter = is a peer-reviewed journal 

Regional – Americas, Europe, etc

Thematic – are “global” in concerns, i.e. Forestry, Coconut, 
	Scientists/Researchers

Practitioners

Local and theme oriented


	Printed 

And online

Consider Users’ needs and abilities – they publish their own *for specific audience* 

See Note 2

	REPORTS

Reports (language, regional global and subject specific)

Institutional Reports

Issues in PGR

Technical Bulletin 

not manual or how-to… but clear technical and theoretical background.

Language/location issues, 3 levels: global, regional, subject-specific

Factsheet (language and location issues, 

3 levels)
	Scientists/Researchers

Academic (instructors, students)

General public (non-scientific)

General public/non-scientific

for donors, decision- and policy-makers.

1ly for senior-decision-takers

like PA-for background…

Scientists/Researchers; Practitioners … 

Academic (instructors, students)

For practitioners, use the sheets in the field…
	Web pgs / print

Web pgs / print

Web pgs / print

Print 

E-version = CD-Rom, since this is considered a “reference” need more than ephemeral web pages, helps with “permanence” issue

Print = disease guides, crop-specific

	SMOGS 
(Technical Guidelines for the Safe Movement of Germplasm)

Technical, therefore a specific target audience, specific use
	Germplasm health specialists
	By Print 

HOWEVER - Excellent candidate for print on demand

Or, send PDFs of specific files 

Or, make a CD-Rom w/ varied topics


Note 1:
should be reviewed; perhaps can become a searchable database (CD-Roms are easily searchable via book-marked PDFs, for example).  Static bibliographies can be beneficial if they are “value-added” – for instance, a description/abstract of the materials they are citing can assist those in technologically poor countries in deciding if they will follow and lengthy/costly retrieval process.

Note 2:  
a tool to increase visibility of work done, therefore can also be online, on their website, in print to send to Ministries and partners, etc.  Many opportunities for varied formats

Considerations  

The current distribution policy can be reviewed, so as to send publications to those who have made a request. This will provide invaluable information regarding types of users and how the Outputs are used, as well as identifying any secondary audiences. Other options can be to provide a yearly CD-ROM to government depository programs and areas with technological difficulties. Archived electronic files can be used for print-on-demand. Various Reports and SMOGS are excellent candidates for Print-on-Demand, as there have been requests for e-formats.

Discussions have concluded that there is a need to further review these categories, in order to assist users (be they IPGRI staff, non-IPGRI visitors, academic researchers, policy makers, etc.) visiting our web site and increasing searching success rates. Perhaps setting up access points based on “use’ – which would especially benefit those technology poor regions who cannot afford to “surf” on a hit and miss basis. 

Current Publication Processes

Current Workflow
A review of the publication process occurred – both the review of existing documents detailing workflows and tasks of the Communication Services, as well as a job shadowing exercise, involving very brief examples of the work and the varied actors involved. This dual approach was necessary. Because the review process began in early October, a time when many of the initial stages of the publication process have occurred, staff interviews reviewed these earlier stages of the workflow.

It is important to note that this project took place during two “exceptions” to IPGRI’s usual work, in that there was the World Summit on Sustainable Development held in August 2002 and EPMR held in November 2002 and again early March 2003, which required efforts by staff, thus changing the usual production, thus limiting the types of interactions, etc. 

The workflow process (as outlined in Table 2: Communications Services Workflow) begins with pre-conceptualization and follows through until the distribution of physical journals and/or uploading the new information on the website. 

Table 2: Communications Services Workflow

	· Conceptualization and planning meeting at project start: meeting involving "client", Head of CS, designer, editor, production assistant, distribution, web, (others?) to discuss what the project consists of, what the desired outcome is, and what the deadline is. Approval process (e.g. who must approve the content, who must approve layout) agreed at this time.
· Information Output Proposal completed by “client”, submitted, reviewed – when approved, process below begins
· Based on this initial meeting, Communications Services pencils in the project on its workplan/calendar, including time for design, consultations, editing, layout, approval, production, outsourcing if needed, (other steps), and informs client of time line 

	· Designer develops design concept: nature will depend on project, but likely will include cover, Table of Contents, example pages of body and any special treatments needed. (This step is not necessary if the publication falls in an already agreed series)
· Designer discusses concept with client team, and revises concept as necessary (as above)
· Client signs off on design concept. No further major changes will be made to the design concept after this step

	· Client delivers complete job (text, images etc) to CS, verified by Head of CS for actions needed, according to time line agreed in planning phase above: editing, layout, printing/e-pub, translation, numbers of copies, etc. 
· Processed by Production Assistant: check material against design concept and discuss differences with client 

	· Editor – edits and check revisions with client
· Client signs off on text; NO FURTHER EDITING or revision will be allowed, unless dictated by production necessity (e.g. page fitting)

	· Layout – lay out of the document (text, images, etc.); may include a consultation phase with client

	· Proofread and check – within CS
· Client checks layout for conformity with agreed design concept; NO EDITING will be accepted

	· Final revisions of layout – within CS
· Client signs off on layout 

	· Pass (Quark Files) for production (to Printer)
· Quark files are converted to PDF (via Distiller) (Layout)

	· Blueprints and cromalins – i.e. Returned by printers – checked only by CS, also checking against approved layout, and only vital corrections may be considered. 
· Approval for print by Head of CS (designate)

	· Distribution process (Hard copies sent to Donors, Earthprint.com, libraries, etc.) Library receives its copies, update to web and catalogues, etc

	· Production Assistant archives Final CD-Rom (from Printer), cleans up e-files, invoices, etc.


The Conceptualization and Pre-Planning Meeting is a primordial step that cannot be overlooked by IPGRI staff, be they in regions or at HQ. The Information Outputs Proposal is reviewed at this time. Thus, this is the step that initiates the entire publications process. This meeting discusses the required outcome, the timeline needed to achieve it - processes, any translation work, which actors will be involved and at what stage, including if outsourcing is needed, etc. This is also where the CS can review this information to discern any overlap, where mailing lists are discussed and matched to the printing request. 

The Production Assistant coordinates all job information: logs request (assigns job number), sets up deadlines by reviewing which tasks are needed (as established in the pre-conceptualization meeting, needs for translators, formats, etc.).  The Production Assistant and the Head of CS determine priorities for printing. Therefore, establishing this workflow in a system like MS Project is not providing transparency within the department. For ease and teamwork, a traditional board for all to see will work better than MS Project – as the definitive timeline MUST be transparent in the department.

The “Final Author Text” (which is text, images, charts, etc.) is provided in an electronic format. Some exceptions may occur, for example when outside authors submit their work. The loop from the layout of the edited text back to the Editor for proofreading can be simplified. The Editor currently marks up a hard copy of the laid out text for proof-reading/editing. Yet, changing this system will allow for simple proofreading to be “done” on the electronic file by the editor - without having to mark-up a hard copy and return it to layout so that the file is called up and then corrected. These would be simple corrections, such as hyphenated words at the end of a line, or commas instead of semi-colons, etc. that create a time delay in the workflow (i.e. to mark up a page, return it to layout, then layout changes commas, then a new page is printed and verified). The lack of transparency creates a time delay in the service provided to clients.

The workflow timeline should also be communicated to clients, so that the services provided attain a level of transparency and to demonstrate the need for timelines, for respecting deadlines. Clients must realize that if and when they receive a “no” answer to a rush job request, it is because the system is saturated, that all actors are fulfilling many duties, that in-coming work has been pre-planned in conjunction with other clients, etc… Outsourcing has occurred in such situations, but it still occupies much of CS time, as they must coordinate with outsourcing agents to ensure continuity in style, editing, the respect of deadlines by the outsourcing agents, etc. 

Issues 

Enforcing Policy
The conceptualization phase should be respected and enforced at an Institutional level. The CS has an expertise in production and also knows how best to reach target audience. This pre-planning phase will also avoid duplication of information.  Therefore it assists IPGRI in eliminating (a much as possible) valuable losses of time and money.   

Transparency
Some actors involved in production use Macintosh computers, others PC. The issue raised here is a lack of transparency within department – to ensure a “team” collaborative effort in production. This lack in transparency also causes:

· time delays – when minor corrections (hyphens, commas) are passed between Editor/Layout

· a hindered  service to clients – if cannot work on a certain file due to a vacationing or absent colleague 

· the inability the inability to set-up “substitutes” for absent colleagues

· lack of consistency – multiple copies of the same output can and do exist in various folders, it may be difficult to keep track of the most current one.

Again, there are issues of cost, as well as the time needed to research a solution. This issue is important to resolve, and can be done in a manner that positively affects other aspects of production, including the archiving of final versions and the ability to reuse information.

Size of PDF-Files

PDF files are automatically generated from the final 
theQuark files - saved in a special “watched” folder and converted to PDF by Acrobat Distiller. These options are pre-set and MUST be reviewed, as the PDF files generated are too big. There has been much discussion during EPMR regarding the size of such files, and how regions have difficulty downloading, how expensive it is for them, etc. Files that are destined for uploading onto the website should be reviewed for size.  (Note: I did attempt to download a PDF file from the IPGRI website (an INIBAP file) using my PC in IPGRI (room 124) and it took over 17 minutes! Obviously, regional offices and users in technology poor areas will have much more difficulty accessing our outputs, if they can get to them to begin with.  

Considerations

Changes and considerations should be addressed at both the institutional level and within the Communications Services:

At the Institutional level:
Conceptualization
Conceptualization of Information Outputs can be considered at the earliest possible phase of any “project” – that is, when initially setting up project goals. At which time, the team should also consider who are the target audiences are for this project, how best to reach them with project results and subsequently budget for the appropriate formats of Information Outputs.

Translation
- The need for a collaborative effort in translation issues must be supported at an institutional level. As previously reviewed (in User Needs – Languages) IPGRI should facilitate and encourage a culture where regional offices assist in checking translations. There exists a “network” of regional offices with a variety of language expertise, and their assistance in checking for language and cultural significance of publications (certain picture or colors may have an unknown cultural or local significance) can reasonably be encouraged. Their assistance seems natural, since they have in-depth knowledge of IPGRI vocabulary and style. 

- There are 2 main types of translations that occur:  Single-language-issue (a full issue in 1 language) or multi-language-issue. The more complicated is multi-lingual publications, as pagination and design are affected. A good solution would be using an agency where the translation and layout is done, so can send for verification to the regions once, with translated/transliterated text along with the layout, design, colors, etc. There is a consistency in layout and design applications when done by the same agency.

- There is a recent example of a networked collaboration between the Vavilov Research Institute of Plant Industry and IPGRI, for the publication of Russian Geneflow. The Vavilov Institute assisted and coordinated the production of Russian Geneflow: they were aware of IPGRI terminology and checked the text for language accuracy. There is a need to build more relationships is this way.
Within Communications Services:
Transparency 
Further review of systems – suggest a switch to a common platform  (all Macintoshes? all PCs?). The CS is currently reviewing this issue. An ideal solution would be a networked environment where information is platform independent.
Reconsider Distribution

Distribution of the “hard copies” of Information Outputs can be reviewed, so as to actively market IPGRI publications. The Distribution process can change, in that “announcements of new publications” are sent, and copies are forwarded only to those libraries and institutions that have replied requesting copies. This will also provide valuable data regarding the true users of publications: what type of user, primary and secondary targets, which formats are of most use, etc. Even in developing regions, there may be more need and/or use of a certain type of publication over another. 

Reconsider the web site

The web site is currently under review. There are varied priorities and possible solutions, but keeping the “user” and the “client” in mind seems primordial. 

USERS:  

- Considering IPGRI research has a focus on developing countries, allowing these regions, with very expensive on-line costs, as easy an access as possible should be considered with every decision. “Surfing” the IPGRI site should be eliminated – with an easier access to information (smaller PDF files, for example), clearer content delineation (less tables and more Table of Contents), etc.   ADD HERE

- The on-going review of the web site should also focus on how to facilitate ease of access to visitors, especially those in “technology-poor” regions that cannot afford to surf on a hit and miss basis. 

CLIENTS:  

- In the same way that training occurs for templates, training in the proper application of the web-policy guidelines is in order. When meeting with web-focal points, it is best to keep the process simple yet thorough: show guidelines, and how the guidelines are applied (with an example), then review the features of Front Page and explain their applications, discussing garbage” tags, etc.     

- The Web Services portion of the production workflow has the specific goal to seek solutions to communications issues, not necessarily to develop solutions. That means using free open-source software, using plug-ins that are available and explaining the “how-to’s” to staff. Again, the goal of the services provided is to facilitate the client’s work - in this case, IPGRI departments at HQ and in the regions.  

Content is not Context: 

In order for information to be presented in a variety of formats, it needs to be created in no format at all. 

Templates can be set up to provide context-free input. The “Workflow Process” is still the same, up to the final product … where the possible output varieties are multiplied. 
Information should be considered “different” when it is actually different in “content”. This means that although the same information can be presented in different “formats,” it must be considered as the same information. With changes to the workflow process, not only is the ease with which non-print information outputs can be published and distributed increased, but also an opportunity to allow transparency within the department is raised. This will assist in transforming the workflow into a process that is efficient, organized and consistent. With this organization comes the ability to provide varied information congruently:  distribute hard copies, upload full text on web and PA can have the additions made to their web information simultaneously. 

To create information in a context-free environment requires training in templates. Just as IPGRI currently provides resources for Share Point and web-focal points, it should also provide training regarding templates to all involved in the creation of Information Outputs, be they at HQ or in the regions. Statistics are not necessary to back up the claim that “people hate templates” – they do. They are, however, still the best solution when used consistently. Which reiterates the need for training – in the actual use, and training in the reasoning behind the segmented aspects of the templates. The focus should be on the content and how the templates will use this information in varied contexts. 

Using the template allows for information to be set-up and “re-used.” Standards are not only necessary, they must be adhered to, insisted upon: just like metadata is a controlled vocabulary, just like Singer portal uses standardized terminology. Beginning the production with a collective pre-planning phase will eliminate waste of information and resources. 

With organization in the preliminary stages, any Information Outputs can have multiple formats, in theory… both cost permitting and should this answer a need.  

Assembly Line (Proposed Workflow)

The “Assembly-line” approach is used to review which activities are required, when are they performed, and in what order. It also serves to remind the principle actors what the goals are behind these processes, what is being consumed. An assembly line is also a visual presentation of the processes and how they interact with the department’s resources. 

The proposed workflow is not a traditional assembly line, in the “factory production” sense.  The workflow consists of phases, and although there may be loops within the phase, once the phase is complete, the next begins. The issues addressed in the Workflow - Assembly Line (see Appendix A) are “proposed,” simply because a definitive workflow cannot be established as the CS is currently reviewing and considering changes to their production platform. However, the workflow process reflects the issues and considerations stated above.

Any project must be time-invested in the earliest stage possible – as the whole project is coordinated at that phase. This is the stage where big issues are settled, prior to the commencement of any work (“any work” also includes the initial authoring stage). 

Blurbs with abstracts are necessary at the submission phase:  The web is automatically-indexed (not indexed by people, but by machines…) Since these programs are set to read literally the first few hundred words (about 200), the new updated IPGRI page becomes lost if it is not indexed. Effectively, without a blurb, this new updated page is likely to be inaccurately indexed, or missed altogether, if it does not contain appropriate “keywords” in the first 200 words… Again, if a page is never found, the whole exercise of output production is lost.

This “proposed” assembly line takes into account that a change in systems will allow for better services to clients via less time delay in proof-reading, that high resolution PDF files to be sent to Printers, that multiple output formats are possible.
Content Management
“Our knowledge will take its revenge on us.” 

So said Friedrich Nietzsche. It is clear Nietzsche was not a librarian – because information can be managed.  A Content Management System is an all-encompassing solution applied to various aspects of the department, beginning with workflow of production of information outputs, and effectively integrating other aspects into an interoperable process.  

A Content Management System will facilitate the efficiency and organization of the department. This is the main priority behind the review of the workflow – with a better efficiency and organization, the CS can provide varied Information Outputs for the same content. This will also address the situation of the varied IT abilities of our “users” in that the same information can be re-used in multiple formats, thus answering the need for less technical outputs.

Content Management Tools
No specific Content Management (CM) tool was researched, as any application MUST be compatible with the production platform. Since the CS is investigating this aspect, it is important that any new system be reviewed for its ability to be interoperable with a CM tool. 

A CM system is a complex system with 3 interactive parts: 

“Collection” system:
this is where the input from author, existing sources are followed through  

the process; 

“Publishing” system:
with the use of templates, appropriate information can be used, reused and 

fashioned into varied formats of publications; 

“Management” system:
the archiving and administrative infrastructure is set-up so to store files, as well 

as set up naming practices and retrieval assistance (metadata), to control the 

workflow of the varied steps involved (parallel and sequential) and following up 

on deadlines.

This approach is “all encompassing” as not only are both traditional and e-publishing supported, the possibility for non-web and non-print documents also exists: the main purpose of a CM system is to allow for the creation of varied outputs (i.e., varied formats). This assists in “serving your audience” – when you understand them and provide for their needs, you also increase access to IPGRI produced information. 

Templates

To achieve this goal of serving a variety of users and meeting their needs, all by supplying single information in a variety of formats, a CM system must provide an efficient and organised mechanism for reuse, where “information blocks” are found, extracted, and reused in multiple outputs. This requires templates.

Those providing the CS with Information Outputs have varied IT capabilities. Keeping this in mind, it is possible to set up a CM system that provides a solution for all sources of input, regardless of their IT capabilities. A 
properly-formed, context-free template is crucial. With a well-structured template, authors/contributors input their information ONCE and have varied outputs.
IPGRI, DIT, and Information Outputs

A format-independent platform is the ultimate solution, as it will allow for the increased use of a variety of outputs. DIT’s varied information-work within IPGRI has focused on both internal/external users. The organigram and its related explanation (Chart 1: IPGRI, DIT, and Information Outputs, taken from IPGRI’s website: home page ( “About IPGRI” ( under “Structure & Programmes” select “IPGRI Structure Organigram” ( from drop menu select “More about DIT”) reveal that the various projects and publications consider the final users and their needs. The details of each of the five categories reinforce the desire to facilitate access to information. Content Management also forces the issue of the “recipient” of the information outputs, and thus reiterates the need for pre-planning.  

Chart 1: IPGRI, DIT, and Information Outputs
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Institutional Information Management
Information and knowledge are increasingly viewed as critical resources for successful organizations. In the IPGRI context, information management is concerned with how the organization acquires and stores information, the management of information resources in the organization how information is communicated to staff, how information flows within the organization, how the organization uses its information to feed its knowledge, how information technology supports the users of information and how effectively all these information related activities contribute towards the achievement of IPGRI’s objectives.

Public Awareness
Public awareness is an important tool at IPGRI for mobilizing popular opinion and for generating and sustaining appropriate action and political and funding support within countries and globally. In IPGRI's experience, a targeted public awareness programme can promote the development of international linkages and collaborative mechanisms such as networks. Within countries, public awareness can facilitate efforts to involve communities and local and non-governmental organizations in national genetic resources activities, thus ensuring a broader base for conservation.

Genetic Resources, Information Systems and Methodologies
IPGRI aims to improve the management, availability and use of plant genetic resources by assisting national programmes to use or develop appropriate genebank documentation applications and tools. It develops documentation methodologies, guidelines and standards to facilitate access and exchange of germplasm information.
Communication Services
IPGRI aims to provide global access to the knowledge required to manage and use plant genetic resources through the development of information products, the production (including editing, layout and translation) and distribution of institutional publications, the WWW and library services.
Training and Capacity Building
IPGRI aims to enable countries to build effective national plant genetic resources conservation and use programmes. IPGRI trains scientists and trainers, develops training materials and tools, offers a research fellowship, and provides information on issues and options for managing national genetic resources programmes. IPGRI also provides information on training opportunities, including short courses, degree programmes and workshops directed to national programme staff, researchers, decision-makers and university students.
From IPGRI website – February 17, 2003     http://www.ipgri.cgiar.org/system/page.asp?theme=2
IPGRI’s website: home page ( “About IPGRI” ( under “Structure & Programmes” select “IPGRI Structure Organigram” ( from drop menu select “More about DIT”

Free the data
“Free the data!!” was the battle cry at Dublin Core Conference held last October. Held in conjunction with the W3C (the World Wide Web Consortium), who were extolling the virtues of XML and it’s applications, it focused on the variety of applications and increased access that context-free data provides. XML is but one of many solutions to having multiple outputs of the same information… print, web, and non-print and non-web. 

“Free Data” means that information is created without a context. To achieve this, labels are used in the production process to define the type of content: Title, Name of Section, Information for section, etc. This means that through the use of templates, information is set up without a context. There should not be a Geneflow Template, nor a Bulletin Template, but simply A Template. The CS can then treat it accordingly, PA can treat it accordingly, and it exists in its original non-context form. 

In it’s truest state data has even greater value:  when have data free of format, ready for multiple outputs, you have added value to you data.  

Consistency and Re-use

Content development is facilitated via templates. Although not necessarily a favorite tool, they should be used and enforced, consistently. Although previously noted, it is important to reiterate that any template must be taught. 

There is a great need for education regarding template use and how to apply the guidelines to submission. Although enforcing will be difficult, it is possible. For example, the IPGRI Helpdesk wants requests for service to be sent via email. They have a sound reasoning: need to keep track of service calls to allocate the requests and work among the team; to keep track of routine maintenance versus difficult cases; to help coordinate the purchase of replacement parts/units, etc. In the same way that a policy should be enforced, it should be explained specifically: templates will allow for varied outputs of your data, thus reaching more users. 

Any content can be re-used, be it an image, graphic, table, text. However, “format-focused tools,” such as Word, PowerPoint, actually inhibit re-use, or truly increase the work needed to re-use information within these formats.  Templates alleviate this issue. Having one definitive “input” will assist in the consistency of any applicable changes. Files can be locked after specific “updates” therefore any re-use will be of the accurate updated file. 

Directions for the Future

When considering changes to the workflow, the production platforms, etc., interoperability considerations should also be reviewed. That includes interoperability within the department, but also the ability to receive electronic files from outside IPGRI.

Applying Change

Transparency – within department 
Ideal situation would be to have the ability for all actors to access all information, on 1 native system. This would help the department provide a more efficient service, with less time delays.

Adobe Indesign 

Adobe Indesign is currently being reviewed. It has many features that are tightly integrated with other Adobe products (Illustrator, Photoshop). It also has built-in support for XML and metadata. Bookmarking PDF files will be a wonderful aid for regions with expensive online costs. PDFs also assist in keeping the “look and feel” of a page, while allowing for embedded languages, especially useful for transliterated documents. 
Templates and Training 
There is a real need to review the concept of the templates – to emphasize that a truly context-free template can be set up and used for almost any purpose, and not in response to a certain output. The template, properly set up, will reinforce the idea of reusable information blocks. A training regarding use of templates, as well as why it is important to do so, is required for any consistent template use.  

Translation 

Since a Content Management system can be set-up to “link” common content, regardless of language, accessing translated versions is facilitated. 
And More… 

With updates in technology, it is important to be able to incorporate them within our system, but change must be responsible. Any changes must benefit the CS, as well as those sources (authors) that input information, and, ultimately, assist end-users in accessing IPGRI outputs. 

Overview

It is best to let computers do what they do best – particularly manage content. This will “free up” authors to concentrate on the content, on their data. The CS can explore which formats can reach as wide an audience as possible. 

An opportunity is created with the implementation of a CM system: a true change can occur in the publication paradigm.  There is no longer the necessity to move from “print ( to distribution.”  Since users may require information in varied formats, reaching them can be done differently:

· Can request – and then print

· Can distribute an electronic file – and the receiver prints

· Can print – directly to an intranet

There are a variety of outputs formats available, to be explored.
Communication Services Issues

Roles – reviewed within CS
- The specific roles and tasks of each team member should be reviewed, so all actors involved know who is responsible for what actions. This would entail reviewing tasks, but also realizing that any one role affects the team, and vice versa. This review should also be done as any changes occur. 

- The possibility of setting up procedures for “substitutes” of vacationing or absent staff should also be discussed. This will ensure that projects do not come to a halt. This can be done once a transparent system is set up, where all team members can access files equally.

Roles – reviewed within IPGRI

- Such a review – or introduction – should be given to current and new IPGRI staff, at HQ and in the regions. It is simply a matter of informing them what the procedures are, and who to contact. 

- If all of CS insists on the application of procedures, within time, any and all departments will have gone through a full, proper schedule and will know how to go about getting a publication “out”. Not all departments produce regularly, so it is safe to assume, for instance, that they have not dealt with the relatively new employee (Production Assistant who began last August). 

- This is a learning curve within IPGRI, however a united CS team can help manage this change, with time and patience. (i.e. in the same way that the Helpdesk requires emails…)  

Weekly meetings

- Weekly Production Meetings are currently held, where the Head of CS establishes priorities for the week; all actors are aware of not only their work, but of what projects are of focus. This meeting also brings to light work carried over, and in-coming jobs. 

- reviewing the workflow as a team is important as it draws attention to the types of interruptions that have caused for work to be carried over. K
keeping track of what "interrupts" scheduled work will allow the CS to set up a group-enforced protocol for which interruptions to accept, which to refuse.

- The next step would be to communicate the status of pending jobs with clients. 

Conclusion

In order to facilitate the workflow, and integrate new formats, be they electronic, print or other, it is necessary to expand the discussion and view options that respond to the needs of the CS, as well as those supplying information Outputs materials (clients), and the final end-user of this information.

 - Content management systems – ensure that collection, publication, and archiving facilitate reuse
 - 
Templates will “free the data” from being restricted in 1 context

 - 
Switching platforms will facilitate transparency within the CS, and promote a better service to clients, with less time delays

 - 
Having an all-encompassing system will also facilitate integrating new projects and developments …

 - Considerations for the 
IT capabilities of “clients” as they provide information destined for publication, or of End-Users is also assessed via a new platform. 

Responsible Change
Transparency within the department will assist in easing the production workflow. Reviewing the platforms used will allow for a change that will facilitate producing outputs in any format, thus enabling access to those with varied IT capabilities. With change comes the opportunity to establish and communicate procedures. 

Responsible change occurs because it responds to specific needs. The above measures respond to the needs of providers, publishers, and users of Information Outputs
A cultural shift

The ultimate goal would be to have a true cultural change regarding thinking of Information Outputs. Where discussions no longer occur along the thoughts of a certain “web page” or “publication” – but rather that discussions regarding information outputs discuss the need to communicate, and that format is a secondary thought.  

Reuse of information blocks – akin to conservation. Discussions regarding Information Outputs will no longer focus primarily on format once the concept of reusable information blocks has become the norm. Reuse allows for a multiple of output formats, including non-web and non-print, which will increase access to information. 
Appendices

For Appendices, please see folder.

Appendix 1. Assembly line (excel file)

Appendix 2. Courage Slide (power point)














































































































