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Workflow and tracking component in Archie

Monica Kjeldstrøm, 7 April 2008.

This report is prepared for the Steering Group and Co-ordinating Editors Executive for their meetings in Vellore, India, April 2008. Following these meetings, and further input from members of EMAG, the report will be made available to all interested parties through www.cc-ims.net/Workflows.

Background
Many of the workflow and tracking 'systems' used by CRGs at the moment are inadequate for tracking large numbers of reviews. They are often based on a separate database of events and actions, requiring data to be entered and maintained separately from the IMS. This leads to a duplication in effort, increased workload within the editorial base and the possibility of errors.

The third and final phase of the current development of the IMS will be the introduction of a workflow and tracking component in Archie. The workflows will enable editorial staff and others involved in the preparation of Cochrane reviews to track the progress of reviews, as well as to provide reminders and summaries of their Cochrane work. During 2008 the workflow component will be piloted by volunteer pilot CRGs and offered to all CRGs from 2009.

Archie was rolled out to 50 CRGs from May 2005 to May 2006 and it was originally planned that it should contain full support for tracking the review process (from title registration over review publication to periodic review updates) at the time of rolling out Archie. Unfortunately, this was not possible due to lack of staff resources. Only with the employment of Greg Saunders in August 2006, the IMS team was able to formally start the development of this important addition to the IMS. Close to having the workflow and tracking component ready for piloting, Greg Saunders decided to leave Denmark and move to Switzerland with his family. This coincided with the launch of the RevMan 5 pilot, including a major update to Archie, which during the pilot period required the full attention of the remaining two system developers (one of which were also on parental leave for the first two months of 2008). During this period, the Workflows Working Group of the Editorial Management Advisory Group (EMAG) has worked hard on refining the workflow definitions that originally were developed in September 2006. Following the Collaboration-wide launch of RevMan 5 in the middle of March 2008, the IMS team developers are again working on the remaining functionality of the planned workflow and tracking component.
This document provides the timeline for completion of the WT component, piloting of it and rolling it out Collaboration-wide. It also describes the functionality which will become available as part of the component, and lastly it lists the groups and individual who are involved in the work.
Time schedule
	Time schedule for the workflow and tracking component in Archie



	When
	What
	Who

	December 2007 – May 2008
	Refinement of workflow definitions.
	Workflows Working Group of the Editorial Management Advisory Group (EMAG)

	April – May 2008
	Initial piloting of workflow and tracking component based on the two draft definitions for title registration and protocol development.
	Pregnancy and Childbirth Group, Acute Respiratory Infections Group

	29-30 May 2008
	Meetings of Workflows Working Group and EMAG to sign off on workflow definitions for further piloting and consultation.
	Workflows Working Group and EMAG

	June 2008
	- Evaluation of feedback from initial pilot period and scheduling further implementation work.
- Implementation of remaining workflow definitions
	IMS team

	12 June 2008
	Consultation about prioritising further development work.
	IMS team, IMSG

	June – July 2008
	Further development of the workflow and tracking component
	IMS team

	August 2008 – December 2008
	Expanding pilot with remaining pilot groups
	Pilot groups

	October 2008

(Pending approval by Colloquium abstracts committee.)
	Workshop for CRGs to demonstrate how the workflow component can help CRGs to manage reviews and track the progress of tasks involved in the editorial process.
	IMS Support team and EMAG convenor facilitating. All CRGs invited as participants.

	October 2008 – December 2008
	CRGs that wish to start using the workflow component may do so.
	More pilot groups.

	2 October 2008
	Status report to the CCSG meeting and presentation of roll-out plans
	IMS Director, CCSG

	November 2008
	Evaluation of feedback from pilot group and workshop, scheduling and implementing ‘final’ changes before rolling out.

- Implementing agreed changes to workflow definitions
	IMS team

	January 2009
	Rolling out the workflow component to other CRGs
	IMS Support and CRGs


Planned functionality
The main purpose with the workflow and tracking (WT) component is to assist CRGs with keeping track of where each review is in the editorial process and to remind people when they need to take action. In addition, with a sufficient amount of data stored in the system, various reports can be made available for Collaboration-wide monitoring purposes.
From a CRG perspective, the WT component should:

· Be easy to use

· Minimise data entry and processing errors

· Easily identify the status of a review in the editorial process

· Easily identify the workload of individuals involved in editorial processes

· Easily identify tasks which need to be carried out

· Generate routine prompting when editorial action is required

· Assist in carrying out repetitive tasks

A lot of the planned functionality for the WT component is implemented already, whereas other parts need to be developed or further refined over the coming months. 

Workflows definitions, workflows and tasks
The system will initially support the running of five different types of workflows:
· Title Registration definition
· Protocol definition 
· Review definition 
· Update definition 
· Feedback definition 
Their templates are known as workflow definitions. Longer term, other workflow definitions can be developed and added to the system, e.g. a workflow for supporting authors working together. 

The workflow definitions have been developed following a Collaboration-wide survey of RGCs asking them about their editorial processes. The Workflows Working Group of EMAG identified common features across CRGS and used these as the basis for the above workflow definitions. See appendix A for an example of a sub-workflow for the referring process, which is used in all of the above five workflow definitions.
A workflow definition does not do anything by itself. To run a workflow, an instance of a workflow definition must be started. Many instances of the same workflow can run simultaneously. Instances of workflows or individual tasks will be linked to resources in Archie. A Protocol workflow, for example, will be linked to a certain review and also to the authors, editors, referees etc. who are assigned to the review. 

A workflow consists of tasks, e.g., Notify editor of deadline, Write and submit comments, or Collate comments. Tasks can be divided into two types: one that requires human intervention, e.g. an approval task, and one that the system can perform by itself, e.g. to send a standard email. Tasks can be constrained so that one task cannot start before another has finished or they can be allowed to run in parallel. External events (like the checking in of a review) or time events can also be used as conditions for when tasks can start or finish. Looping is possible by lettings tasks start other tasks that have run before. A task can also start another workflow (e.g. last task in a Title registration workflow starts first task in the Protocol development workflow).
Only the system administrators can edit and deploy new workflow definitions.
Workflow and task properties
Each instance of a workflow will come with predefined properties, e.g., pre-assignment of the roles which normally would be responsible for tasks, all tasks which have been agreed to reflect best practice for a particular workflow, and expected durations of individual tasks. For some properties, CRGs will be able to define their own CRG specific settings as a default for all workflows they run, or editing the settings for individual workflows, including:
· Assignment of people to tasks

· Setting the end date of a workflow

· Locking the end date of a workflow

· Setting the duration of individual tasks

· Skipping specific tasks
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Figure 1 Tasks in protocol workflow
Notifications

Many tasks involve sending reminders or other messages to people. It will be possible to define standard messages and to customise these for each CRG. 
People who are assigned tasks will be able to subscribe or unsubscribe to email notifications about pending tasks, tasks to come and overdue tasks, for instance. Someone using Archie on a regular basis may not want to receive email notifications as a person’s tasks will also be listed in the Organizer view in Archie, see figure 1.
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Figure 2 Organizer view: lists of tasks assigned to users. An overdue task is highlighted with a red exclamation mark.
Browsing, searching and CRG specific reports
The workflow and tracking component will have facilities that can be used to answer queries like:
· What is the status of a certain review?

· Which tasks are assigned to a certain person at the moment?

· Which tasks are overdue?

· What should be done today?

· Which reviews need updating?

· What is the history of a certain review?
The Organizer view will list an individual’s tasks. Each CRG will have a Workflows folder which gives an overview of all running workflows. Advanced search can be used for searching for tasks or workflows with special criteria and, lastly, a number of reports can be generated based on the data recording during the running of workflows.
Reports for monitoring purposes 

As described earlier, each workflow definition consists of a number of tasks. Certain points after the completion of specific tasks will be defined as milestones of a workflow. These milestones (which will be decided after consultation with stakeholders) can be used for extracting statistics on elements in the editorial process on a CRG level as well as across all CRGs. Examples of reports include: 
· Time taken to referee a protocol or a review from sending documents to referee until comments are received.
· Time from first submission of a draft protocol or review to the editorial office, until comments are returned to the author.

· Time from title registration to protocol publication*.

· Time from protocol publication to review publication*.

· Time between review publication and publication of update.

· Time between receipt of feedback until feedback is addressed in review.

*) These reports are currently already available to Archie system administrators.
Groups and individuals involved in the current development
· The Information Management System Group (IMSG) oversees the development of the IMS, including the Workflow and tracking component. The full remit and membership is available at: http://www.cc-ims.net/IMSG.
· The Editorial Management Advisory Group (EMAG) is subgroup to the IMSG. It advises on the development of software that supports the editorial process of CRGs. The membership of EMAG is composed of staff at editorial bases, including six review group coordinators, an editor, a feedback editor, a trials search co-ordinator and a co-ordinating editor. In addition, Sophie Hill has been co-opted since November 2007 to represent the Co-ordinating Editors Group working on the proposed Editorial Board. The full remit and membership is available at http://www.cc-ims.net/IMSG/EMAG. Note that a proposal to change the remit of EMAG has been submitted for the consideration of the Steering Group.

· The IMS team coordinates the implementation, manages the piloting and rolling out of the component. It liaises with the IMSG and EMAG concerning consultation issues.

· Workflows Working Group is a subgroup of EMAG that works on workflow definitions. It consists of members of EMAG and Narelle Willis as a co-opted member.
· Workflow Pilot Groups. A number of CRGs have signed up to become pilot groups. They are listed in appendix B.

Appendix A: Example of a sub-workflow definition – the refereeing process
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Appendix B: Workflow Pilot Groups
	Workflow Pilot Groups

Updated March 2008



	Workflows Pilot Group
	Planned start of pilot (individual starting dates for each Pilot group)
	Contact persons
	Other

	Acute Respiratory Infections Group
	April 2008
	Liz Dooley, RGC.

Member of EMAG and Workflows Working Group.
	Liz is also member of the IMS Support team.

	Anaesthesia Group
	
	Jane Cracknell 
	Karen Hovhannisyan, TSC, is member of the IMS Support team.

	Breast Cancer Group
	
	Sharon Parker, RGC
	

	Consumers and Communication Group
	
	Megan Prictor, RGC. Member of EMAG and Workflows Working Group.
	Sophie Hill, Co-ed, is temporary member of EMAG, representing the Editorial Board Pilot.

	Dementia and Cognitive Improvement Group
	
	Helen Collins, RGC.

Member of EMAG and Workflows Working Group.
	

	EPOC Group
	
	Al Mayhew, RGC.
	

	Hypertension Group
	
	Ciprian Jauca, RGC.
	Jim Wright, Co-ed, is member of EMAG.

	Incontinence Group
	
	June Cody, RGC.

Member of EMAG and Workflows Working Group.
	

	Menstrual Disorders and Subfertility Group
	
	Jane Clarke, RGC.


	

	Musculoskeletal Group
	
	Lara Maxwell, RGC.


	

	Musculoskeletal Satellite
	
	Miranda Cumpston, Coordinator.

Member of EMAG and Workflows Working Group.
	

	Peripheral Vascular Diseases
	
	Heather Maxwell, RGC.


	

	Pregnancy and Childbirth
	April 2008
	Sonja Henderson, RGC.

Member of EMAG and Workflows Working Group.
	Sonja is also member of the IMS Support team.

	Renal Group
	
	Narelle Willis, RGC.

Co-opted member of Workflows Working Group.


	Narelle is also member of the Steering Group.

	Tobacco Addiction Group
	
	Kate Cahill, RGC. Convenor of EMAG and Workflows Working Group.


	

	Wounds Group
	
	Sally Bell-Syer, RGC.


	


