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EVS Product Management Plan
Through FY08
This management plan addresses EVS Product management during the remainder of Fiscal Year 07 and through Fiscal Year 08. The EVS Product is slated for large scale change, much of which will occur during the period covered by this plan. 

The changes in the EVS Product that must be managed fall into operational, infrastructure and organizational areas. Support for legacy operations must be provided during much of this period.

· Service Model Changes: Operationally, EVS is changing from a service model in which products and services are developed internally and then provided to customers to a service model in which customers become active participants in the creation and evolution of products and services. This open, collaborative model is expected to result in increased adoption and use of EVS products and services, and will position EVS as a leader in implementation of terminology federation. 

· Infrastructure Changes: Infrastructure changes are required to support the new operations model. Going into FY2007 EVS was committed to migrate from proprietary infrastructure to open infrastructure.  This migration includes adoption of Protégé/OWL for terminology content creation, which enters initial production use on June 18, 2007; and LexBIG for serving terminology which will achieve initial operational capability with release of caCORE 4.0 in September 2007. In addition however, infrastructure to support participation by external collaborators is needed to support the open, collaborative model. To date a  Semantic Media Wiki and the BioPortal tool have been selected and are being integrated into the infrastructure to support collaboration.    

· Management Changes: Organizationally, EVS is being realigned. For about seven years EVS has been a co-funded and managed by NCI OCE and NCI BCIIT. During Fiscal 2008 the co-funding and co-management will end. Establishment of operational support for OCE independent of CBIIT and realignment of contracts and staffing arrangements will begin in Fiscal 2007 and end during FY 2008.   

EVS Projects

During the period covered by this plan the EVS will have three thrusts:

· Software/infrastructure development and maintenance

· Content development, federation and integration

· Production operations.

There are five internal infrastructure projects: 

· NCI Protégé GUI

· Classification Services for OWL

· NCI Semantic Media Wiki

· caCORE/LexBIG

· NCI BioPortal

And one open collaborative infrastructure project:

· Open Terminology Portal 

Four content development projects: 

· NCI Thesaurus (pending transition to OCE)
· NCI Metathesaurus (pending transition to OCE)
· UMLS Metathesaurus-NCI Metathesaurus integration 

· The new and as yet unnamed open terminology successor to NCI Thesaurus (Terminology X)

Two production operations projects:

· Legacy operations 

· Emerging infrastructure operations. 

Each project, its managers, staffing and major events are listed below. NCI Thesaurus, NCI Metathesaurus and legacy operations subsume the CBIIT commitments made in “NCI Terminology Services Organization and Operations Beyond 2007” and in discussion with to OCE on May 18, 2007. The relationship of the various projects to each other is represented in the accompanying figure. 

	Infrastructure Projects
	Manager /

Tech Manager /

Tech Lead
	Staff
	Comment

	NCI Protégé GUI
	Coronado/Fragoso

Griffin (Ekagra)

Dionne (Lockheed)
	Tim Redmond (SMI)

Tania Tadorache (SMI)

Hunter (Ekagra)

Vanarsdall (Lockheed)

Safran (SAIC)
	Release 1.0 Jun 07

Release 1.1 Aug 07

Release 1.2 Oct 07

Release 2.0 Jan 08

	Classification Services for OWL
	Fragoso

Griffin (Ekagra)

Smith (Clark & Parsia)
	Sirin (Clark & Parsia)
	Ontology debugging tools

NCI Protégé 1.2 component

	NCI Semantic Media Wiki
	Hartel

Griffin (Ekagra)

Dionne (Lockheed)
	Solbrig

Yee (Northrop)

Hunter (Ekagra)

Vanarsdall (Lockheed)


	Collaboration tool derived from Wiki set up for OBO Compliance Review
NCI Protégé 1.2 component

	caCORE 4.0
and LexBIG
	Hartel

Griffin (Ekagra)

Beasley (SAIC)
	Ong (Northrop)

Yee (Northrop)

Hunter (Ekagra)

Safran (SAIC)
	caCORE 3.2/DTS will be operated in deprecated mode

	NCI BioPortal
	Hartel

Griffin (Ekagra)

Beasley (SAIC)
	Ong (Northrop)

Hunter (Ekagra)

Vanarsdall (Lockheed)

Safran (SAIC)
	Terminology browser for caCORE 4.0

	Open Portal
	Hartel

Beasley (SAIC)

TBD
	Mayo, UK Cancer Grid, SMI/NCBO
	BioPortal Spin-off.

Tool kits, Web Services and configurable components for ontology & terminology utilization. 

Project launched Jun 07


	Terminology Development

Projects
	Manager /

Tech Manager /

Tech Lead
	Staff
	Comment

	NCI Thesaurus
	De Coronado

Roth (Lockheed)
Thomas (Lockheed)
	Hahn-Datona (Lockheed)

Wynne (Lockheed)
	CBIIT hands over lead TDE editor role to OCE person by 9/07. 

Parallel use of Protégé begins 6/18/07

	NCI Metathesaurus
	De Coronado

Roth (Lockheed)

Quan (Lockheed)
	Lipow (Lockheed)

Olsen (Lockheed)

Carlsen (Lockheed)
Niang (Lockheed)
	CBIIT supports NCI Meta production until end of current contract.

	UMLS Metathesaurus Adoption 
	Hartel
	De Coronado

Lipow (Lockheed)
	Hartel negotiating with NLM regarding NCI local sources added to UMLS Meta for use in caBIG in 2008

	Terminology X
	Hartel

Roth (Lockheed)

Thomas (Lockheed)
	Hahn-Datona (Lockheed)

Bradsher (Lockheed)

External collaborators

NCI Meta support staff may gradually shift to Terminology X support
	OBO Compliance Review (Completed June 07) provides roadmap for initial work plan. 

Initial EVS collaborative, federated content project.  


	Operations Projects
	Manager /

Tech Manager /

Tech Lead
	Staff
	Comment

	Legacy operations 
	Fragoso

Safran (SAIC)
	Wynne (Lockheed)

TBD (Lockheed)
	Ongoing TDE support thru 12/07. Meta and DTS operations support thru caCORE 4.0

	Emerging infrastructure operations 
	Hartel

Safran (SAIC)
	Wynne (Lockheed)

TBD (Lockheed)
	LexBIG and Protégé operations. Support of caCORE 4.0.

Wiki/BioPortal operations as they enter production.


Management Tools
CBIIT Project Management and Reporting System – The EVS Product Manager is working with the CBIIT Management Contractor (ETI, Inc.), which is using EVS as the example product for setting up the CBIIT Management System. The CBIIT Management Contractor proposes to make GForge tracker items the cornerstone of integrated CBIIT management system. All EVS projects have or will have a GFORGE project.  (Links to the relevant GForge Projects are provided in the above tables.) Once the CBIIT Management Contractor has instituted management software and reports EVS will adopt them, probably as a launch customer.  
Pre-existing Budget Workbooks and Project Progress Reports - Meanwhile the EVS Product Manager will continue to use the budget tracking and reporting workbooks that were developed by EVS in 2005. These workbooks feed both the DHHS ProSight Earned Value Reporting System and the CBIIT Informatics Operations FY2007 shared workbook. As EVS contracts expire and are replaced by support agreements with vertical managers, the vertical manages are requesting contractors to continue the practice of providing weekly or bi-weekly reports and copies of invoices to the EVS Product Manager.  
MS Project – EVS will make use of the shared MS Project software. Each project will have a detailed Project Plan. These detailed plans will feed an EVS Product Master Plan to help manage dependencies.  Detailed Project Plan deliverables will be synchronized with GForge Project tracker items and associated tasks. For example the requirements document for a build of NCI Protégé will reference all bug and feature requests to be addressed by the build. 
Centra and Ad Hoc Teleconferencing - The staff supporting EVS is geographically dispersed. Only the caCORE and Operations personnel are, for the most part, housed at CBIIT. This is nothing new. Staff supporting EVS has been geographically dispersed since the initiation of the program. EVS government managers have themselves been geographically separated for five years. EVS government managers have successfully directed large long term and small brief projects executed by contractors located in New York, Connecticut, British Columbia, and California.    Adoption of GForge by CBIIT has been very helpful to EVS managers working with remote staff, as have Centra and the ad hoc 800 teleconference numbers. All will continue to be heavily used for EVS management. 

GForge - All EVS projects have or will have a GFORGE project with appropriate trackers set up with custom fields and elements needed to characterize ongoing and discrete requirements and all tasks assigned to EVS Team members. As an aid to collaboration, those management artifacts such as schedules and deliverables that are not contract-sensitive will be available thru GForge.  

Management Roles and Responsibilities
Within EVS the managers and their responsibilities are:

	Role
	Responsibilities
	Artifacts Maintained

	Product Manager
	· Sets Product direction, priorities
· Coordinates with Product Line Manager, other Product Managers

· Represents Product within CBIIT and externally

· Builds and leads EVS Team

· Manages risk and budget
· Negotiates with Vertical Managers
	· EVS Product Plan

· EVS Product Budget

· EVS Monthly Reports

· Briefings, etc.
· EVS Management Policy and Practice

	Government Project Manager 
	· Plans and schedules project
· Leads project team

· Manages risk and resources
· Reports by exception

· Represents project internally and externally

· Coordinates with Vertical Managers
	· Project Plan and Schedule
· Contributions to EVS Monthly Report

· GForge Project management

	Technical Manager 
	· Monitors infrastructure projects
· Tracks progress per project plans

· Detects, tracks inter project dependencies

· Reports by exception to Gov’t Project Mgr and Vertical Manager
	· Maintains integrated infrastructure projects plan 
· Contributions to EVS Report

	Technical Lead
	· Implements Project per Plan 

· Tasks, monitors project team
· Detects risks, slippage, resource issues

·  Reports proactively as well as by exception to Government /Technical Manager and Vertical Manager
	· Invoices 
· Weekly progress reports

· Other deliverables per contract (most on GForge)


Management Activities and Controls
The management artifacts produced by the various EVS managers constitute the paper trail for the Product’s work. They are byproducts of ongoing EVS Product management activities, not reports generated to meet external requirements.  
There are four sorts of recurring EVS meetings. Two are held for the purpose of information sharing, team building and planning and problem solving. The third is the forum for control of Product schedules and EVS resources. The fourth is for mid-range planning of about the focus and direction of the Product. These EVS meetings are in addition to the caCORE meetings and other CBIIT and caBIG meetings which provide an opportunity for EVS to communicate with its customers and peers and to keep abreast of events.

EVS Planning Meeting - The semi-annual EVS Planning Meetings will be held in winter and summer. The winter meeting will be held in conjunction with the caBIG Annual Meeting. The summer meeting will be held prior to the CBIIT budget call. The goal is to obtain direction from EVS users or prospective users and CBITT management about the direction and priorities EVS ought to pursue. This advice will be used to prioritize EVS planning and budget allocations in the one-year timeframe. The EVS Planning Meeting recommendations will be stored in the EVS Main GForge Project. The EVS Planning meetings will he held face-to-face.
Project Planning and Review - Major stakeholders involved in any given project are invited to the reviews. At the inception of each project a project planning meeting is held at which the plan, schedule and resources of the project are set. Any subsequent change to the budget, schedule, deliverables, staffing and similar issues will only be made in the context of a subsequent project review. The decisions of the review to make changes are recorded and stored in the project’s GForge project. Project Planning and Review meetings will be held at least every six weeks, and will generally be face-to-face meetings. 
Weekly Project Meeting - Once a project is initiated there are weekly meeting of the project staff. These meetings are tactical in nature, and deal with progress and near term assignments. Problems that require management attention are raised to the Product and Vertical Manger level for resolution. Brief reports are generated at there meetings and are stored in GForge. Weekly meeting are via Centra/dial-in.

Monthly EVS Staff Meeting - Each month the members of the EVS Team meet. Each project reports on its activities and the Product Managers provides a summary of information significant to EVS in the larger CBITT, caBIG and elsewhere. Items for the upcoming EVS Monthly Report are also solicited. This meeting provides an opportunity for projects to raise concerns and problems and to suggest opportunities for collaborations and new initiatives or ways of operating the EVS.  Monthly meeting are in person and via Centra/dial-in.

	Management Activity
	Staff
	Comment

	Weekly Project Meeting 
	· Government/Technical Manager

· Tech Lead

· Team Staff
	· Draft Weekly Progress Report 
· Plan upcoming week 

· Notify Product/Vertical Manager of exceptions 

	Monthly EVS Staff Meeting
	· All EVS Staff
	· Review items for EVS Monthly Report
· Review each project’s activities, schedules, dependencies

· Discuss upcoming work, milestones, problems, opportunities

· Product Manager’s Report on CBIIT/caBIG  

	Project Review
	· Vertical Managers

· Product Manager

· Product Line Manager (optionally)

· Government/Technical Manager

· Tech Lead 

· Select Project Staff 
	· Held at project inception and at least every six week thereafter

· Used for technical reviews, code walk through, demos, etc

· Control of change to Project Plan, schedule, budget,  technical approach or work assignments


	EVS Planning 
	· Vertical Managers

· Product Managers
· Product Line Managers (optionally)

· Government Managers
	· Twice a year review and planning of EVS service offerings and new directions
· Co-locate winter meeting with caBIG Annual Meeting. Hold  summer meeting  prior to CBIIT budget call


