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Attachment - PMG-01-01 / 005:
Technical Annex:  9.7 Project management

The management structure, techniques and procedures to apply in the project have the following objectives:

· To manage and control the project's resources, schedules and activities.

· To ensure the integration of the business and software related tasks.

· To check the consistency between the developments and the strategic objectives of the partners.

· To ensure the overall quality of all systems results.

· To coordinate the REGNET-network on a European scale.

The management structure will be based on a small number of committees and members, with the objective of improving the overall flexibility and swiftness of the decision processes: 

Project Control Group (PCG). - Formed by the co-ordinator (AIT) and the Project Manager (SR). These two partners are responsible for the Administrative Procedures as well as for the Technical Management of the REGNET Project.

Project Management Group (PMG).- Formed by the Project Control Group and five Work Area Managers (WA-A: Content Engineering (AIT); WA-B: Platform Engineering (ZEUS); WA-C: Enterprise Engineering (VALT); WA-D: Domain Management (IMAC); WA-E: Region Management (TARX)) plus two Technical Group Managers (Interface/End User Devices: MOT; Object/Catalogue Management (SI)). It will be responsible for the overall management (co-ordinating legal and ethical issues), technical management (major decisions regarding work contents, configuration & change control, QA & self-assessment), revision of internal documentation and dissemination, and relationship with EU officers and third-party organisations. PMG will join at least every 3 months.

Extended Project Management Group (EPMG). - Formed by the PMG plus all other contractors of the REGNET Project (that means one management representative from each partner). This group convenes on the occasion of main project events (kick-off, milestones, contingency, etc). It is possible to delegate a voting right to another partner in advance and written form to the co-ordinator. 

Project Team Group (PTG). - Formed by partners working together on task level either within the development phase (I) or demonstration phase (II). These meetings - if necessary - are announced by the Work Area Managers on request by work package or task managers, who will be responsible for the organisation of meetings. 

Exploitation Committee.- Formed by one management or marketing representative from the commercial partners, and will be responsible for exploitation plan and approval of dissemination activities.  Other partners will occasionally participate in the meetings.

Users Group.- Formed by partners acting as Content Providers or Regional Poles. Other partners can be nominated on request. It is intended to extend the group by partners external to the project to enable the growth of the network. 

Task Leaders.- Each Task will have a responsible of its specific actions (controlled by task briefs) and results. For each work package, one of the Task Leaders will also act as Workpackage Leader for common WP issues.

A Steering Committee composed by one senior representative of the partners could be settled for decisions in case of problems at lower levels. A Consortium Agreement will be signed by the partners not later than two months from the start of the project, detailing management, responsibility and exploitation issues, including intellectual property and commercialisation rights.  

Quality assurance procedures

The following quality assurance procedures will be implemented:

A project electronic repository will be accessible to the consortium members, where all common project information and shareable code of the project will be stored and updated.  The Coordinator, Project Manager and the Task Leaders will provide and maintain all information at the project, task and deliverables levels.  All project documentation will be prepared and stored in the Electronic Repository by the corresponding responsible in a common format.   All generic documents (deliverable, minutes, common reports, . . . ) will be normalised to maintain homogeneity in the project. The deliverables will be issued by the Task Leaders after a QA revision procedure, and released by the Project Manager.

The meetings will be organised by the concerning group, committees or Task Leaders, according to the needs of the project, and will require pre-agenda and the meeting minutes, for comments and approval of the attendants.  All project milestones will produce a meeting with the EPMG and the involved Task Leaders.

A collection of software engineering (Change Management, Configuration Management and application program interfaces standards) will be agreed in order to ensure the correct integration of the modules developed by the different partners.  A support responsible will be identified to provide the necessary support to the users.  The validation of the Designs, the Integration and Validation plans and the results of the tests are key issues of the QA, so there will need to be formally approved by the PMG. 

A document detailing contact data, responsibilities nomination and related information (e.g. escalation procedure for problem resolution) will be issued at the project kick-off meeting and maintained by the Coordinator (AIT).

Allocation of management responsibilities

Angewandte Informationstechnik Forschungsgesellschaft mbH (AIT) as Co-ordinator and responsible for the Administrative Management will delegate responsibility for the Project Management to Salzburg Research (SR). Both partners form the Project Control Group.

The Project Control Group will be responsible of the performance of the following tasks:

· Production & consolidation of periodic progress reports, and co-ordination of the project final ones. Cost statements consolidation, and financial co-ordination.

· Scheduling of project resources and surveillance of resources and work-content deviations.  

· Interfacing with EC officers and external reviewers.  Co-ordination of the periodic progress reviews.

· Internal storage and dissemination of the information (communication strategy), plus any other common effort related to project co-ordination.

Each Deliverable and Task will have a Leader (TL), nominated by the corresponding partner (see part B). He/She will have technical responsibility for:

· Task specific actions and results and the adequate progress towards its functional and quality goals.

· Co-ordinate task level meetings and compile all required information from the Task participants and produce/review/approve the final Deliverables and reports for the Management Groups.

· TL will define the structure and overall index of the Task deliverables, complying with the management guidelines and set up 'task briefs' which lay down the work to be done within a task.  TL will distribute the responsibilities required to adequately accomplish the Task between the participant partners considering their profile, experience and assigned manpower.

Each partner will also nominate a person (a member of the EPMG  or a Task Leader), responsible of recording and reporting the partners’ details regarding spent resources, changes in the key persons, . . .   Internal Reporting will include the management and exploitation reports produced by the PMC and the ExC, plus a Partner Monthly report including for each partner or cluster consortium:

Partners and involved Tasks identifications

Achievements & deliverables in the reported period

Status of any conflict affecting the task

Deviations & team changes from original plan

Resources spent in the reported activity

Technical and resources forecast for the next period

Percentage of technical advance of each task

External Reports and Reviews

External reports will be produced by the Project Control Group and reviewed by the PMG according to the EC contract rules, including:

· The Bimonthly Management reports will include a brief summary of the internal monthly reports. 

· The Progress reports  (6-month periods) will include more detailed summaries of the monthly reports, overall project status plus the cost-statement reports from each partner.

· The Final report will include summaries of all points above mentioned, plus summaries of technical works, achieved objectives and conclusions.

The Consortium will propose periodic Six-Months Review Meetings with the EU officers and external experts, but will be open to any other schedule proposed by the Commission.
To support management procedures MS-Project will be used. As far as graphical charts have to be produced the software package VISIO will be used.
Quality Assurance (QA) will be included in an own task (T7.2) and described in a separate deliverable (D14). One partner (MOT) will be responsible for this and has to work out at a QA-procedure at the beginning of the project.
The image of the overall management structure can be taken from the next figures:

The five Work Areas have clear responsibilities (Work Area Mangers). The practical work is carried out in Project Team Groups. During the development phase (dedicated to Area B) there will be 5 Team-Groups related to the five main components (building blocks, nodes; see Annex) . Each Team Group has a group leader (underlined short name). Three other team groups are dedicated to the other four work areas. One group consist of system implementers extended by developers. One group is dedicated to Enterprise engineering only. Finally one group consists of the content providers. The relation between groups and tasks are clearly defined in the work package/task description.
Technical Annex – Appendix A:  Description of the consortium

The REGNET Project includes a series of partners of different nature since it covers development and demonstration activities. Another reason to have a wide range of different partners is that the REGNET Project is the starting point of a European wide network of service centres in the field of Cultural Heritage. The partners are coming from more than 10 European countries including non-EU member states.

· Content Providers (C)

7 Partners provide content of different nature: library material, surrogates of museum objects and photographs, posters, art work. Most of them are famous and well know like the Alinari Photo-Collection, the Austrian Portrait Collection or the Linne-Collection from Sweden. Some of them are running museum shops which provide data for the REGNET e-business system. The REGNET data entry facility (Data Generation) subsystem enables the content providers to input meta data and digital content into their repositories. The clientele of these organisations act as end users to the system. The content providers are: ONB, LMG, NRM, KVA, ALI, MECH, GRAN.

· Developers (S)

The building blocks of the REGNET system are developed by several specialised IT companies. They are experts in the creation of cultural heritage related information systems, distributed search systems, e-business systems, WEB portals, electronic publications, etc. One partner (MOT) is developer of mobile phones and provides access to the REGNET System via the WAP protocol. Most of them have been or are involved in relevant European Research projects in the 4th and 5th FP. The developers are: SR, SI, CERT, VALT, TINC, MOT.

· Regional Poles (B)

To provide access to the REGNET network coordinating organisations (also providing access to the network) are needed as well as technical partners who provide the infrastructure necessary to run a REGNET system. They are called 'business access points' and are: SUL, MUS, CC, IAT.

· Developers/Regional Poles (S, B)

There are some partners who have two- or many fold roles. They are acting as developers as well as 'regional poles'. Some of them are also offering data bases like a Suisse Poster collection catalogue or the Datenbank Schweizer Kulturgüter. These organisations are: AIT, IMAC, TARX, SPAC, ZEUS, ICCS.

Some of the partners (CC, ICCS) already have arrangements with regional associations (eg. museums, artists) which provide a basis for further extension of the REGNET network of service centres.
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Due to the real European dimension of the REGNET partners this project has the potential to be the kernel of a fully functioning network of service centres in the field of Cultural Heritage. The partners are coming from following countries: Austria, Belgium, Bulgaria, France, Germany, Greece, Netherlands, Italy, Russia (subcontractor), Spain, Sweden, UK.

The majority of partners are grouped to provide services within a region:

Region 1 - Middle and Northern Europe:

AIT, ONB (Austria), IMAC (Germany), SUL, LMG, NRM, KVA (Sweden)

Technical Infrastructure provided by AIT and IMAC

Coordination done by AIT and SUL
Region 2 - Western Europe:

TARX, MECH (Belgium), MUS (Netherlands)

Technical Infrastructure provided by TARX

Coordination done by TARX
Region 3 - Southern Europe-1:

SPAC, ALI, CC (Italy) 

Technical Infrastructure provided by SPAC

Coordination done by CC
Region 4 - Southern Europe-2 (Eastern Europe):

ZEUS, CERT (Greece), IAT, GRAN (Spain), ICCS/SUSU (Bulgaria/Russia)

Technical Infrastructure provided by ZEUS

Coordination done by ZEUS and IAT
The possible extensions are:

Region 5 - Southern Europe 3: (separation of Greece and Spain)

IAT, GRAN (Spain)
Technical Infrastructure provided by IAT

Coordination done by IAT
Region 6 - Eastern Europe:

ICCS (Bulgaria), SUSU (Russia; subcontractor to ICCS)

Technical Infrastructure provided by ICCS

Coordination done by ICCS
As a summary, the roles for each consortium partner are as follows:

	REGNET Consortium

	Nr.
	abbr.
	Name
	Ctry
	Role(s)

	1
	AIT
	Angewandte Informationstechnik Forschungsgesellschaft mbH, Graz
	A
	S, B

	2
	ONB
	Österreichische Nationalbibliothek, Wien
	A
	C

	3
	SR
	Salzburg Research Forschungsgesellschaft m.b.H., Salzburg
	A
	S

	
	UniVie
	Institut für Informatik und Wirtschaftsinformatik der Universität Wien, Wien (Subcontractor to SR)
	A
	S

	4
	IMAC
	IMAC Information & Management Consulting e.K., Berlin
	DE
	S, B

	
	
	
	
	

	5
	SUL
	Stockholms universitet, Stockholm
	SE
	B

	6
	LMG
	Lansmuseet pa Gotland,Visby
	SE
	C

	7
	NRM
	Naturhistoriska riksmuseet, Stockholm
	SE
	C

	8
	KVA
	Kungl. Vetenskapsakademien, Stockholm
	SE
	C

	
	
	
	
	

	9
	TARX
	TARX N.V., Hofstade
	BE
	S, B

	10
	MECH
	Stad Mechelen, Mechlin
	BE
	C

	11
	MUS
	Stichting Museon (Museum vorr het Onderwijs), Den Haag
	NL
	B

	
	
	
	
	

	12
	MOT
	Motorola S.p.A., Turin
	I
	S

	
	
	
	
	

	13
	SPAC
	SPACE S.r.l., Prato
	I
	S, B

	14
	ALI
	Fratelli Alinari I.D.E.A S.p.A., Florence
	I
	C

	15
	CC
	Consorzio Civita, Rome
	I
	B

	
	
	
	
	

	16
	IAT
	Instituto Andaluz de Tecnologia, Sevilla
	ES
	B

	17
	GRAN
	Ajuntament de Granollers, Granollers
	ES
	C

	
	
	
	
	

	18
	ICCS
	Institute of Computer and Communication Systems, Sofia 
	BUL
	S, B

	
	SUSU
	Southern Ural State University / Regional Centre of FREEnet, Chelyabinsk (Subcontractor to ICCS)
	RU
	C

	
	
	
	
	

	19
	ZEUS
	ZEUS Consulting S.A., Patras
	EL
	S, B

	20
	SI
	Systema Informatics S.A., Athens
	EL
	S

	21
	CERT
	Centre for Research and Technology Hellas,Thessaloniki 
	EL
	S

	
	
	
	
	

	22
	VALT
	VALTECH, Toulouse 
	F
	S

	23
	TINC
	Terra Incognita Europa, London
	UK
	S





�














2001-04-19
REGNET-IST-2000-26336
Page 2 of 6

