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Introduction

This is one of the three key documents that are the result of the
Critical Analysis and Web Evaluation process coordinated by
IKONOS New Media, for IPGRI, in the time period going from late
2003 to the present day (September 2004).

During the months of July and August 2004, Luigi Canali De Rossi
and Massimo Curatella of IKONOS New Media have coordinated a
sequence of three physical meetings at IPGRI HQ in Maccarese (IT)
targeting the identification of the key issues needed to be addressed
to improve IPGRI online communication effectiveness, along with the
running of three public surveys and an online journal.

In this process have participated over 40 unique IPGRI stakeholders
involved at different levels in the IPGRI online communication
strategy: IT staff, editorial and publishing people, library, authors
and researchers, PR/PA, marketing communication officers and top
management. While all of the participants to the three live meetings
were from IPGRI-Rome and from the French Montpellier office
(connected via videoconference), the surveys and the journal have
been open to all external IPGRI staff (which had been invited to
participate by email).

The Critical Analysis and Web Evaluation process was planned to
address over three meetings and surveys the following:

1) Which are the critical, most important issues to be addressed
to improve IPGRI online communication strategy?
(See also: First Online Survey: Results Part 1 of 2 - URL:
http://tinyurl.com/6fv3l)

2) How can these issues be grouped and organized according to
a strategic hierarchical structure where mission and goals are
at the roots and technical implementation details are the
leaves? (See also: Second Online Survey: Results — URL:
http://tinyurl.com/6c90p)

3) Which should be the best sequence of action steps to
guarantee logical progression and strategic effectiveness?
(See also: Third Online Survey: Results — URL:
http://tinyurl.com/3vyre)
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The outputs of this process including the reference documents
and comments that emerged during its progress have been gradually
published on the Online Journal.

This journal can be accessed online at:
http://ikonosnewmedia.com/ipgriweb
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At the completion of the three meetings the IKONOS New
Media team has gathered and organized all of the content received
during the meetings, and through the three online surveys,
discussion pages and the Online Journal itself.

Right after, the IKONOS consultants have drafted:

1) a very comprehensive blueprint for the Project Brief, which
needs to be further refined and customized by IPGRI.

2) A Technology Evaluation Report, providing detailed
guidance in selecting and evaluating compliant technology
solutions that address specific issues identified in the Project
Brief (e.g.: content management system).

3) An Action Plan, providing a pragmatical sequence of action
steps to be taken to realize promptly and efficiently the
project goals.
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The Action Plan
The Action Plan is the key reference document for understanding the
sequence of specific project steps to be executed in the project.

As mentioned, the Action Plan is one of three key reference
documents outlining and providing detailed reference support to the
new IPGRI Online Communication Strategy.

The Project Brief sets the overall objectives, guidelines,
recommendations, major requirements and the supporting comments
from all stakeholders involved. The Project Brief is hierarchically
organized around all of the macro components of the project in
which the project Mission and Goals are at the roots and technology
choices and deployments are the leaves on the branches.

The Technology Evaluation Report supports and facilitates the
identification process of the specific technology solutions
recommended and qualified in the Project Brief.

The Action Plan differentiates itself from the Project Brief in that it
is organized in a pragmatical way to reflect the actual chronological
sequence of “action steps” which needs to be carried out to achieve
the Goals set out in the Project Brief. Therefore from an executive
viewpoint the Action Plan is the key reference, while Project Brief and
Technology Evaluation Report provide strategic support and technical
guidance to it.

This Action Plan document is therefore intended as a
reference outline of the critical path required to efficiently move
forward the new IPGRI online communication strategy. The steps
here listed are the critical ones that have been identified as being the
necessary ones to address most if not all of the identified critical
issues (See also: IPGRI Online Communication Strategy - Critical Issues
Identification Process - First Online Survey: Results Part 1 of 2 —
http://tinyurl.com/6fv3l)

While the steps in this Action Plan are listed in a linear sequence it is
suggested that wherever possible one or more tasks are carried in
parallel. To facilitate this we are providing here an initial base-
reference GANTT chart showcasing the ideal development over time
of all of the Action Plan tasks.
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The overall estimated time to out this project is probably
between 16 and 22 months depending on the number and quality of

resources made available.

As shown in the reference GANTT chart here below, it is advisable to
run certain activities in parallel.

(3] Task Name Duration Star Finish 2004 otr 1, 2005 ot 2, 2005 Otr 3, 2005 | o 4, 2005 Qtr 1, 2008
Li] MNov Dec | Jan Feb | Mar | Apr | May | Jun | Jul | Aug | Sep | Oct |Nov Dec | Jan |Feb | Mar
i Froject Brief Finalizaton i6days  Mon 11/1/04  Fr11/19/04 [ 1]
2 Budgeting and scheduling 20days  Mon 11/22/04 Fri12/17/04
3
4 Comparative Analysis Thdays  Mon 12/20/04 Fri4/1/05
5 Analyze Server Logs 45days  Mon 12/20/04 Fii 2/18/05
3
7 Assemble Web Team BSdays  Mon 12/20/04 Fri 3/18/05
a8 Editorial Strategy 35 days Maon 4/4/05 Fri 5/20/05
9
R Specify Usability & Accessility Ru 30days  Mon 32105 Fri 4/20/05
11
[z | Informalion Architacturs S5days  Mon 52305 Fri B/5/05
13
14— Define Editorial Workflow 20 days Mon 5(23/08 Fri 8A17/05
15
16 Define CMS Specs 15 days Mon B/8/05 Fri B/26/05
7] Selact CMS 30 days Mon BI29/08 Fri 10/7/05
18
BEERR Identity and Interface Design 75 days Mon 5/2/08 Fri 8112105
20
[Tz ] CMS Implament ABdaye  Mon 10/10/08 Fri 12/9/05
22 = Conlent Migration 120days  Mon 10/10/05 Fri 3/24/086
23 Interface Implementation 45days  Mon 121205 Fri 2/10/06
24
I Test and Verify 75days  Mon 12112106 Fri 3/24/08
26
27 O Start Production 1 day? Mon 3/27/08 Mon 327106

A larger view of the time plan is shown on the next page.
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Tazk Mame 7 Dwiration Start 7 Firish _ citr 4, 2004 &tr 1, 2005 Gitr 2, 2005 Gitr 3, 2005 Gitr 4, 2005 Gitr 1, 2006 ctr 2,2
Oct [Mow [Dec | Jan |[Feb [ Mar | Apr [May | Jun | Jul [Aug [Sep | Oct [Nov [Dec | Jan [Feb [ Mar | Apr [
1 Project Brief Finalization 15 days| Mon 1111004 Fri11/19104 i
2 Budgeting and scheduling 20 days| Man 1102204 Fri1217m04
3
4 Compatative Analysis 75 days | Mon 12520004 Fri 4405
a3 Survey Audience - Uzer M) B0 days | Mon 12020004 Fri 31105
-] Analyze Server Logs 45 days | Mon 12020004 Fri 218105
7
g Azzemble Weh Team B5 days | Mon 12520004 Fri 318105
] Editorial Strategy 35 days hlon 4/405 Fri 572005
10
11 Specify Usability & &cces:) 30 days  hMon 32105 Fri 472905
12
13 Information Architecture S8 days | Mon 523105 Fri 815005
14
15 Define Editorial vworkflaw 20 days| Mon 512305 Fri B 7105
16
17 Define CWS Specs 15 days hon 5/5/05 Fri /26005
18 Select CME 30 days  Mon 8528005 Fri 1047103
19
20 Idertity and Interface Desiy 75 days han 52005 Fri &M 203
2
22 CMWS Implement 45 days | Mon 104 0/05 Fri 12905
23 Content Migration 120 days | Mon 104 0/05 Fri 3724006
26 Test and Werify TS days | Mon 124 2005 Fri 3/2406
27
28 Start Production 1 day?  Mon 302706 Mon 32706 - v 32T
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Goals of the Action Plan:

These are the goals to be achieved by the IPGRI Action Plan as
emerged from the Critical Analysis and Evaluation phase conducted
during the months of July-August 2004:

10.

Improve, redefine and extend IPGRI online
communication abilities, through its institutional web site
and complementary channels.

Increase site usage and appreciation by actual site
visitors.

Inventory, analyze and map new IPGRI Web content
organization and structure. Improve content
organization and navigation.

Improve ability of content authors to edit and
publish content online with maximum ease and speed.

Improve accessibility and compatibility of IPGRI
Web site for visitors on different systems, computer types,
etc.

Standardize Web site to comply with international
standards for coding and accessibility.

Maintain, while optimizing it for Web access, the IPGRI
prestigious and strong institutional identity on all its online
channels and increase its consistency.

Improve significantly IPGRI Web site performance
and page download speed times.

Improve ability to monitor and track user
preferences.

Redefine publishing workflow and authors
responsibilities in terms of technical competence and
design issues.
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Final Action Plan Sequence
(as emerged from participatory Web Evaluation process)

v Tha FIRAL &cteon Plam Map

=
OGS

1) Project Brief finalization — including detailed specifications
of final rules and policies to comply with for accessibility and
usability. Final monitor and evaluation criteria. (See section
1).

2) Budgeting and scheduling phase (See Section 2. of this
report)

3) Comparative analysis (See Section 3),
User needs research (See Section 4) and possible user
surveying

4) Analyze server logs. (See Section 5)

5) Assemble Web team (See Section 6)

6) Editorial Strategy (See Section 6)

7) Specify Usability & Accessibility Rules (See Section 7)

8) Information Architecture (See Section 8)

9) Define Editorial Workflow (See Section 9)

10) Define CMS Specs and select CMS
(See Section 10 and 11)
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11) Identity and Interface Design (See Section 12)

12) CMS Implement and Content Migration (See Section 13)

13) Interface Implementation (See Section 13)

14) Test and Verify (See Section 14)

15) Start Production (See Section 15)

Project Phases and Timing

1) Definition phase

Expected duration: 4-5 months

Project Brief finalization — including detailed specifications
of final rules and policies to comply with for accessibility and
usability. Final monitor and evaluation criteria. (See section
1).

Budgeting and scheduling phase (See Section 2. of this
report)

Comparative analysis (See Section 3),
User needs research (See Section 4) and possible user
surveying

Analyze server logs. (See Section 5)

Assemble Web team (See Section 6)
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2) Architect phase

Expected duration: 6-8 months

Editorial Strategy (See Section 6)

Specify Usability & Accessibility Rules (See Section 7)
Information Architecture (See Section 8)

Define Editorial Workflow (See Section 9)

Define CMS Specs and select CMS (See Section 10 and
11)

3) Design phase

Expected duration: 3 months

Identity and Interface Design (See Section 12)

4) Implementation Phase

Expected duration: 5-6 months

CMS Implement (See Section 13)

Content Migration (See Section 13)
Interface Implementation (See Section 13)
Test and Verify (See Section 14)

Start Production (See Section 15)
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How to read this document:

In this Action Plan are listed 14 separate steps that are very
important or critical to the overall upgrade of the IPGRI online
communication strategy.

For each one of the steps listed the following information is provided:

1. Description: A simple description of the step and what it
consists of.

2. Inputs: The sources of information containing guidelines or
references for the execution of this step.

3. Outputs: The final deliverables for the step.
4. Overall relevance: Critical importance in the Action Plan.

5. Recommendations: Specific advice relating to the
execution of the step.

6. Resources required: Specific human
resources/teams/consultants required.

7. Indicative time and costs estimate: Rough estimate of
costs and times.

List of all project documents

At the end of this document, in the Annex | to the AP, are listed
some of reference documents utilized in this project with a direct
link to their updated downloadable copy. An exhaustive list of all
reference documents is available as the Annex Il to the Project Brief.

The list of documents includes all of the background documents used
for the Project Brief, the printed version of the Online Journal, the
three Survey Reports, and direct links to the Technology
Evaluation Report and Project Brief.
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1. Define Project Brief

Description:
Execute, finalize, revise and update the final Project Brief.

Set the PB to be the key reference document establishing the fundamental
references and guidelines for the realization of the project.

Make sure that the Project Brief contains descriptions and goals that are
understandable by everyone relating to the updated mission, specific goals
and success criteria, key target audiences, editorial strategy, user
involvement, institutional identity guidelines and more. (See Project Brief —
Section 1. Online Mission and Section 2. Goals)

Inputs: Background documents (See Annex Il Project Brief), Survey
results, Critical Analysis Project conducted by IKONOS, IPGRI Strategy
documents.

Outputs: General guidelines and references for overall online
communication strategy and for each action step item identified. The PB
also includes general recommendations and key advice collected from
internal resources.

Overall relevance: Critical.

Recommendations: Refine and complete the present first version of
Project Brief realized by IKONOS New Media to reflect possible other issues
and goals relevant to the IPGRI Online Communication Strategy and yet not
included in it.

Define specific critical details in each item in the Project Brief as to make it
final and specific (e.g.: success indicators for monitoring and evaluation).

Update it periodically during the execution of the Action Plan.

Resources required for execution:
IPGRI top management.

Indicative estimate of time and costs to implement:
2-4 weeks.
Internal IPGRI cost.
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