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Summary and Purpose of Document
This report presents an initial review of the use of Wiki and Jira collaborative tools used to assist in the management of the implementation of WIS.

_______________________________________________________________________

ACTION PROPOSED
The meeting is invited to note the report.

REFERENCES:

   - CBS 14th Session GENERAL SUMMARY OF THE WORK OF THE SESSION
http://www.wmo.int/pages/prog/www/CBS/Reports/CBS-XIV_Dubrovnik2009/WMO-1040_en.pdf
   - Report on the 6th Session of ICG-WIS (Korea, February 2010)

http://www.wmo.int/pages/prog/www/ISS/Meetings/ICG-WIS_Seoul2010/ICG-WIS-6-Report.doc 

   - Report on the 2nd Session of ET-GDDP (China, September 2009)

http://www.wmo.int/pages/prog/www/ISS/Meetings/ET-GDDP_Beijing2009/documents/ET-GDDP2_FinalReport.doc
ANNEX:

   - Draft text for inclusion in OPAG-ISS report to CBS Ext 2010.
Review of online collaborative tools (Wiki and Jira)

1. Background/introduction
1.1 CBS-XIV (March 2009) considered the use of online collaboration tools. It noted the Management Group’s proposals for working methods are expected to improve the effectiveness and efficiency of the work of the CBS. It suggested the use of electronic means, such as “wikis” for developing documents. The ET-GDDP agreed to utilise an online website creation and editing tool, “Wiki,” for the team’s WIS centre assessment process in order to assist the communication amongst members. In February 2010, the Secretariat (WISPO) set up a Wiki for ET-GDDP. Noting the success of this approach and the favourable reaction of the ET-GDDP members to this internal Wiki space, ICG-WIS (February 2010) decided to utilise Wiki and a case tracking system Atlassian JIRA operated by NCAR, in the WIS implementation process to ensure appropriate key activities are addressed. It suggested this be undertaken as a pilot study to develop the new working arrangements recommended by CBS-XIV, and the results would be reported back to CBS Ext(2010). 
1.2 In the process of developing a new working method using electronic means, three key objectives are intended to be achieved to: 
· ensure all tasks and issues on the critical path of WIS implementation are identified, allocated to the appropriate people for action and tracked, 
· provide a portal to share all the information related to activities to keep all the members updated, especially for geographically dispersed teams, and;
· create a comprehensive archive of WIS implementation activities of Member countries, CBS working groups and the Secretariat, to achieve business continuity.
2.

Discussion on Jira

2.1 The Secretariat expresses a sincere appreciation to NCAR and Dr Don Middleton for providing and supporting the operation of JIRA for this pilot project.  The JIRA system can be accessed via the WIS home page at www.wmo.int/wis or directly at https://vets.development.ucar.edu/jira/browse/WIS. 
2.2 Atlassian JIRA is a case tracking and project tracking software featuring the functions of issue report and assignment, sub-task creation and advanced project report creation. It is expected to facilitate a task-based management and communication environment to enable chairs of working groups to have clear roles and responsibilities. It will help all the users be aware of tasks and priorities. Tracking and reporting also make it easy for chairs, managers and stakeholders to grasp the whole progress of the project by integrating all the issues addressed by each working group. Reporting includes sophisticated diagrams supported by sound statistics.
2.3 JIRA’s WIS setup included the ability to set milestones and associated tasks and issues with those milestones. Since February 2010 when the JIRA environment was prepared, 164 issues are created under five milestones (ET-GDDP validation, ICG-WIS Dry run, WMO EC demonstration, WMO CBS demonstration, WMO Congress demonstration) and 22 were resolved. Issues were assigned to relevant expert team chairs, and team members in some expert teams, but not many members are active so far in reporting back to JIRA about the progress of assigned issues to them and making comments.
2.4 Unfortunately, the uptake of the JIRA has been slow. Some observations can be made as to the reasons for the slow uptake of JIRA. First of all, many users do not use case tracking software in their normal roles and thus have no prior experience in the real advantages of case tracking systems. This also means that additional effort is required to make monitoring and reporting in the case tracking system until it becomes part of peoples’ routine. Secondly, the issues reported so far may not have been subdivided enough to be effectively tracked by the system. Thus the added value of JIRA is not apparent to many members of the community. They are comfortable with the current working style, addressing action items raised in working group meetings and tracking them through email communication.  
2.5 The basic ideas of case and project tracking systems are no doubt sound, especially the distinct advantage of tracking a project by tasks with a clear view of priorities, timelines and the roles and responsibilities of stakeholders. This was somewhat demonstrated in this JIRA pilot project. However, some cultural and working style changes are necessary to make the best use of web-based project management tools, including the transition from email-based communication to portal-based communication and the change of working arrangements for face-to-face meetings to fit them to the work using a case tracking software by defining issues tractable in JIRA system, for instance.
2.6 To progress the use of case tracking system would need to address the above issues and most likely benefit from a staged implementation. The system could be trialled in the OPAG ICT Chairs, and allocation of issues be initially confined to OPAG ET chairs. The ICG-WIS categorised issues by milestones leading up to congress XVI. Appropriate milestones would need to be established for CBS over an appropriate timeline. Core issues could simply be action items taken directly from meeting reports, and added to as they arise. ET chairs could choose to create and allocate sub issues for their team once they were comfortable the team was ready to work this way.
3.

Discussion on Wiki

3.1 Wiki is a webpage creation and edit tool using web browser, which facilitates an efficient work environment for developing collaborative documents, hosting discussion forums and providing blog services such as news and announcements. It enables authors to have the latest feedback from others as well as keeping all editors updated by providing functions for easy comparisons and tracking changes between versions. One of the important objectives of developing collaborative documents is to ensure the ownership of authors as a part of the decision making process. In addition to the function of collaborative documentation, Wiki functions well as an archive creation tool with handy tools for making internal and external webpage links and file attachments. Tiki Wiki, the software used for WIS Wiki, has various functions including discussion forum and blog. The WIS Wiki can be accessed from the WIS Homepage www.wmo.int/wis or directly at www.wmo.int/wiswiki.
3.2 WIS Wiki, set up initially for the activity of ET-GDDP in February 2010 and has expanded to support activities of other working groups including OPAG-ISS, OPAG-DPFS and GCOS, has 234 registered users and 258 wiki pages as of the end of August 2010. Monthly averaged number of unique visitors to the WIS websites (including WIS Wiki pages) during February to July 2010 has doubled compared to the same period in 2009 (711 to 1414), though other changes in the WIS websites may also have had an effect on this number.
3.3 Successful examples of collaborative documentation includes the reviewing process of ET-GDDP Wiki pages, where members shared latest comments on the submitted information from candidate WIS centres without any file exchanges outside the Wiki working space. Also the meeting report development of IPET-MDI, where WIS Wiki was used as a tool of tracking the progress of document editing on another collaborative documenting tool (Google Docs). In the process of drafting Manual on WIS and Guide to WIS, draft versions are shared on WIS wiki instead of email, opening the drafts to all WIS community. Furthermore, the WIS news feed was updated when new drafts were released so interested persons could subscribe to the news feed or monitor the WIS wiki page to be alerted to updates. The Wiki demonstrated its strength in easy editing and updating of the pages in the Secretariat internal documentation of some software applications and procedures supporting the WISPO activity. Another notable strength of Wiki is its reporting function of number of page views and responses, which serves as an effective indicator of urgency and priority of issues addressed by OPAG-ISS. One typical example is the news post on the threat on L-Band satellite and radiosondes in the SG-RFC forum recorded about 180 page views, which reflects the Members’ high attention to the issue.
3.4 Some issues are identified as obstacles to facilitating a successful collaborative documentation environment and creating a comprehensive archive on WIS Wiki. Collaborative documentation involves risks of having difficulty in reaching an agreement with varying inputs and even resulting in disagreements among multiple contributors potentially re-inputting their content while others remove it. In the drafting process of Manual on WIS and Guide to WIS, Wiki is being used as a place for stakeholders to monitor latest changes between released versions to ensure the consistency of the documents from the editorial point of view. Having the risks in mind, further discussion is needed on the way of seeking contributions from users, such as which is better to let users edit pages directly or to collect feedback using comment function. A notable obstacle to creating a comprehensive archive on WIS Wiki is that discussions continue to be via email communication amongst members. Such information could be a valuable part of the archives if captured on the WIS Wiki. Discussions using WIS Wiki forums can be a reasonable alternative, but they have not been in effective use except for those where communications on the forums are populated by the secretariat uploading emails, such as SG-RFC forum. Some members have pointed out that the work flow linked directly to their email, such as automated synchronization of forum posts with a mailing list, would be convenient for them. Access and privacy policy on forums needs further discussion, weighing the relative merits and risks of opening and closing forum discussions, in terms of the risk of resulting in inappropriate statements or an accidental offence to external readers, the easiness and comfortableness of use (requires login or not) and users’ privacy (email addresses used as user name).
3.5 WIS Wiki has wide opportunities to be used dynamically with other software applications. An existing example is the news feed from WIS Wiki blog to WIS websites. Two news feeds (WIS news and SG-RFC news) provides dynamic feature of WIS websites without any extra work other than posting news items to the news blogs. Other opportunities include the use of Wiki as a platform of a structured meeting management module using an integrated database of members, meeting agenda, working documents and reports. 
3.6 Other working groups (GCOS, OPAG-DPFS) are starting to use WIS Wiki as platforms of their activities. Sharing of experience and lessons learned would be encouraged in the future.

3.7 Long-term use of Wiki software application requires collaborative planning and development with other projects of contents management in the Secretariat, especially the strategy to integrate the archive created on the WIS wiki with existing ones and make all the information retrievable. From the technical point view, attention needs to be paid to the maintenance of Wiki software with a proper selection and the updates of software.
4.

Discussion on working method using JIRA and Wiki

4.1 In the initial use of Wiki and JIRA, some attempts have shown some possibilities of new working methods using online collaboration tools. This includes the WIS Wiki-based collaboration on WIS centre demonstration by GISC candidates and the IPET-MDI experts’ proposal of combining Wiki and JIRA. Future opportunities include the assessment of members’ contribution and the measurement of the length of time spent on tasks using the evidence recorded on Wiki and case tracking system, with community’s agreement on rules and the necessary replacements and/or updates of software applications. As shown in the slow uptake of JIRA, a major culture change is necessary to embed these tools in working style. Also important is that CBS activities are often only one part of members’ work and responsibilities, and that all experts already have their own working style and tools. 

4.2 The migration process to achieve new working method needs various tryouts and the feedback from expert teams to form a standard usage of the tools and reveal the necessary support of the Secretariat. Expected feedback includes desired functions of software to create archives and collaborative documents, issues on tracking the action items in a case tracking software, and new ideas of the confluence of web collaborative documentation software and case tracking software.
4.3 The new working method has two potential benefits in a long run. The first benefit is to improve the effectiveness and efficiency of the work of all stakeholders. The second benefit is to provide archives to evaluate the contributions of stakeholders to a project, and assess the effectiveness and efficiency of the project as a whole. The evaluation based on the activity archives would improve the efficiency and accountability of activities, through appropriate funding to expert meetings for example, as well as creating valuable records for future projects. These two benefits can be expected to create a positive cycle to encourage active and effective participation of experts.
ANNEX - Draft Text for Inclusion in OPAG ISS report

The OPAG-ISS expert teams and ICG-WIS undertook a trial project in utilising online collaborative tools and case tracking software to facilitate the progress of key activities that lay on the critical path of WIS implementation. Online collaboration was facilitated through the use of Tiki Wiki application operated by the Secretariat (WISPO). Issue tracking was trialled using Atlassian JIRA operated by NCAR. Both are accessible via the WIS home page www.wmo.int/wis. The OPAG-ISS noted the contribution by NCAR and expressed its sincere appreciation at the support from NCAR staff in providing and supporting the JIRA system.
The OPAG-ISS noted that the JIRA system was designed for tracking software development and that ICG-WIS and ICT-ISS categorised the issues to be tracked into key milestones. It noted that some positive experiences showed some promise for case tracking systems, especially for identifying, prioritising, sharing and monitoring critical activities across OPAG expert teams. It also noted that the slow uptake of this system by participants reveals that considerable culture change is necessary before such a system could be used effectively across all OPAGs. The OPAG-ISS encouraged further experimentation with these techniques and noted the potential long term benefit as resources get tighter and activities of the Commission become increasingly interdependent.

The OPAG-ISS was pleased with the success of the Wiki trials and noted the positive results evident in the success of the ET-GDDP in meeting a very difficult timeline. It supported the idea of enabling free access for Members to publish or retrieve information for collaborative documentation and archiving purposes, but emphasised the need to ensure the work was appropriately moderated. It noted the benefits of utilising blog technologies from the wiki to complement the WMO web pages, providing members with a way of sharing information through friendly interfaces, while providing appropriate access and security. It encouraged the secretariat to explore the identified deficiencies and opportunities and to test the system through upgrades and if proving robust, expand these benefits to other areas.
