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Introduction
The Cochrane Collaboration’s Webteam is now in the process of completing the final phase of an 18-month project to implement a content management system (CMS) for organizing and publishing more than 70 websites managed by the Webteam, including our flagship site, cochrane.org. The URL of the project site has been shared with the CCSG previously, but here it is again for your reference: cochrane.org/cms (no username, password: cochranecms). For your convenience, I am including a simplified version of the project plan in the next section of this document.

The Webteam is pleased to announce that the project, thus far, has been a success, and that by the time you read this report, a completely redesigned cochrane.org should be live and that all entity sites are migrated to the system with over half of the sites live. There were many elements to our “business justification” for procuring a CMS to manage the Collaboration’s websites. Here are the primary reasons, among many:

1. Support a consolidated flow of information on Cochrane sites
2. Reduce risks associated with multiple interconnected systems 

3. Enable money-saving modular outsourcing of certain elements of our systems and content development

4. Reduce user/contributor support costs

From these and other business justifications, we proceeded from a needs-assessment and requirements-gathering phase to procurement and choice of the Drupal open-source CMS to meet our business requirements. We are now in the final phase of deployment. (See next section for Project Plan.)



CMS (Drupal) Project Plan
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IARD (Information Architecture Re-design)
Timeline: Ongoing throughout the span of the CMS project 

· Personas, User Journeys, Content Audit, etc. 

· DROT (Develop, Redundant, Outdated, Trivial) Analysis of all content on cochrane.org

· Prototype evaluations in Singapore

· Taxonomy development in Drupal, data modeling

· New navigation for both external and internal users

PHASE 1: Business justification
Timeline: Summer 2008Status: Completed. See Scope Paper and First Steps documents on project site.

Business requirements document including scope, risk analysis, use-cases and other non-functional requirement

Preliminary Meetings
Timeline: September - December 2008 

· Meeting with IMS team at the Colloquium (Freiburg)
· Meetings with key stakeholders
· Invite Silver Oliver from the BBC for an approx. 2-day meeting - 

· Webteam-only regular meetings
PHASE 2: Requirements gathering
Timeline: June 2008 - February 2009 
Status: Completed.

This was the most important and most time-consuming phase of the plan. It is imperative that we accurately describe all of our current systems and the various types and "containers" in which our content live. October meeting with Silver Oliver was a major step in this process. The Scope Paper and Systems Diagram were the basis for this meeting. To determine types and forms of content we did a content audit. 


Content requirements
- Types and forms of content 
- Number and varieties of templates needed 
- Content reuse and publishing 
- Detailed content audit and DROT Analysis
- Basic content model
User requirements
- Pain points defined
- What would make the site easier to use? 
- User interviews, wishlists, user survey results summarized
- Personas and user journeys defined

PHASE 3: CMS Choice
Timeline: CMS choice made by April 2009 
Status: Completed. Drupal chosen.

· Choice of CMS made and any design decisions regarding how the system works including additional programming of modules if necessary scoped.

System choice
- Consultant(s) discussed, interviews, scheduled, hired for evaluating appropriateness of     Plone versus Drupal to our needs, and helping us design our testing regime.
- Our systems definitions finalized for consultants, and their tasks.
- Consultants offer reports.
- Infrastructure requirements based load and needs.
- Installations on testing server.
- Documentation site established.
- Testing of core, business critical functionality.

PHASE 4: Programming & Implementation
Timeline: Late Spring 2009 - Late Fall 2009 (Initial phase)/2010-2012 (later phases, Phase 6)
Status: Completed. (*these items still being finalized)

· Server setup configuration and installation of Drupal

· EWB sites (templates, functionality)

· Cochrane.org redesigned

· *Contact pages system

· *News publishing system

· Search (Google Mini) and Analytics setup

· Content contribution support system (tutorials, guides, etc.)

Prioritization of sites/systems for implementation

Initial Phase: for initial staged deployment of CMS 

· Current Entity Websites Builder sites

· Cochrane.org public (external audience)

· Cochrane.org internal (password-protected via Archie-authentication)

Data migration 
November to February for Entity sites, December to March for cochrane.org 

PHASE 5: Deployment & Testing 
Timeline: Fall/end of year 2009 - Spring 2010

Status: In final stages as of this report, 22 February 2010.

Detailed Gantt chart

[image: image2.jpg]Phase 5 - Deployment & Testing

2009 2010
November December January February March

Entity sites to Drupal

R e N
Cochrane.org themed | sese—————
Taxonomy development, IA in Drupal ]
Content migration, tagging ]
Beta-cochrane.org ready for testing |

User-testing (possibly at UK Contribs Mtg in Cardiff) ||

Launch of new cochrane.org





· Staged deployment

· Testing, testing, testing!

· Backup and recovery (disaster preparedness strategy in place)

· Go live with entity sites as they are ready

· Cochrane.org live in mid-March

· Publicity efforts via support.cochrane.org and email 

· User support, documentation, training modules/online guides all on support.cochrane.org

PHASE 6: Programming & Implementation of additional features
Timeline: Spring 2010 - 2011 

· Later Phases:
First group: (all AFTER final redesign Mid-2010-2012)
The spaces represent clusters of work 
· Translations support for contributors

· Intranet or collaboration site


· Colloquium Manager
- Sitebuilder
- Abstracts review tracking
- Virtual Colloquium offerings (posters, etc.) 
- Various forms 
- Workshops, meetings submission system
- My colloquium 
- Other functionality as specified by the CPAG

· Reviews pages (future unknown?)

· Specialty collections

· Taxonomy and topics features (additional RSS feeds)

· Auto index pages

Very Last (likely 2011-2012): 
· Colloq Abstracts

· Methodology Register

· External links gateways

· Surveys replacement if needed

· “My Cochrane”

· Move over our discussion email system in Apache to a unified discussion forums hosting system in the new CMS



Links to Strategic Review

     Many aspects of the Webteam’s work are directly linked to recommendations from the Strategic Review. As well, to facilitate “change management” for projects like the Cochrane Register of Studies (CRS), clever use of web-based tools such as discussion forums, blogs or wikis could be leveraged to assist in these processes.

     Below is a list of the Strategic Review recommendations that most-directly link to Cochrane’s web presences:

· Recommendation 1b (2): Additional purposes: there is a huge potential for utilizing our web presences as a comprehensive educational and training portal (this work is underway already and will be carried forward after the training conference in late April in Oxford)

· Recommendation 2a (4): Marketing and Communications and internal/external awareness of the work of the Collaboration. This recommendation most-closely links up to the redesign work on cochrane.org as, according to the report drafted by the Marketing and Communications Working Group and submitted to the CCSG by Mary Ellen Schaafsma in Singapore, the website is the essential mechanism for communicating with our external and internal audiences and for defining our key messages and brand.

· Recommendation 3e (13): There is a huge potential for allowing us to pursue new funding opportunities and for providing information about our funders via a revamped “funding portal” on cochrane.org. Lucie Jones is already actively engaged with the Webteam on these developments.

· Recommendation 4a-I (14-22): All elements on Recommendation 4 could be buttressed by better leveraging of web tools and technologies, especially in the area of online collaboration and of better training of Cochrane entity staff.

· Recommendation 5d (26): A primary means of enabling “ongoing and participatory approach to strategy formation” is, as in Recommendation 4, the leveraging of web-based tools and technologies that enable collaborative working spaces, namely, discussion forums, wikis and other collaborative resource creation tools.

Screenshot of the redesigned cochrane.org

(as of 22 February – minor changes possible up until launch in mid-March)
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