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Abstract: In this paper we present a novel approach to accelerating projects and processes by
organizing and controlling the necessary flows of communication in a so-called “Communigram”.
After a short introduction to the state of the art in this field of management both in terms of available
methodologies and IT tools, we expose how the Communigram is used to define the communication
flows of a project or process. We then describe the main characteristics of the software components
that have been developed to simplify the use of the Communigram and provide additional value to its
users in terms of time savings, comfort, and motivation. Drawing upon real-life implementations of
the approach using the new software tools, we discuss the advantages as well as the limitations and
give an outlook as to where we believe future evolutions will be directed.

1. Introduction

Business success strongly depends on the right information getting to the right
person at the right time [Brown et al., 2002a]. Recent studies confirm that mana-
gers find communication problems and inefficient planning and organizational
structures to be the most important causes of productivity loss [Proudfoot, 2006].
This is precisely why more and more IT systems are being set up to help people
communicate and collaborate, starting from mail systems and intranets all the way
to ERP’s and collaborative workplaces. Each of these systems has specific advan-
tages and drawbacks [Oracle, 2006].

For example, the very reason for the success of e-mail, its ubiquity, low cost
and ease of use, has long since become as much a burden for business communi-
cation as a benefit. Today, people spend hours of working time every day to read
through e-mails, respond to them, and looking through them to retrieve specific bits
of information they know are there. The same is also true for Intranets, colla-
borative workspaces and document servers. In a recent study carried out at a major
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European automotive supplier, employees spend up to 30% of their time looking
for information that is, in principle, easy to find [Communigram, 2007].

In our experience, the root cause for this paradox “too much communication
kills communication” is that most electronic means of communicating amount to
“unstructured communication”. In this article, we will show how an innovative
approach from the automotive sector has been developed into a methodology based
on structured communication that makes projects and processes faster and impro-
ves business results. We will also show how specific tools have been developed
that implement this methodology and discuss how these tools relate to the current
state of the art in IT.

The paper is structured as follows. In the next section, we provide a short
history of how the Communigram approach was developed. Section 3 overviews
the state of the art in domain of project and process management. Architecture and
functionalities of the Communigram software is described in Section 4. A few
useful functionalities of the Communigram are detailed. In Section 5, the case
studies illustrate real-life applications of Communigram. The final section con-
cludes the research project and indicates some prospects.

2. The Origins of Communigram

In 1995, project SICPARI (Simultaneous Engineering in Car Producing and
Related Industries) brought together the leading car manufacturers in Europe and
their suppliers for production systems' [Gerhardt, 1997]. It was initiated to deve-
lop and implement the first operational method for External Simultaneous Engi-
neering with the objective of decreasing development lead time.

In the early months of project SICPARI, it became increasingly clear that the
parallel execution of the development of a vehicle and its production system is
primarily a coordination problem. Indeed, here we are treating two highly complex
development projects that are normally carried out one after the other for a very
good reason: how can you develop and build a production system for a vehicle
before its blueprint is finished? If you develop the production system of a vehicle
simultaneously with the vehicle itself, certain bits of information need to be trans-
ferred every time a part of the vehicle is developed, modified or paired with other
components. Due to the many interdependencies between the systems “Product”
(car part) and “Production System”, the highly complex processes to develop these
systems needed to be coordinated, prepared and controlled meticulously.

Project SICPARI yielded a new concept to explicitly organize communication
within the enterprise as well as between interdependent yet autonomous industrial

! Car Manufacturers: Daimler-Benz, FIAT, PSA, Renault, Volkswagen, production system ma-
nufacturers: Comau, ExCello, KUKA, PCI, Renault Automation, Schneider, Téléméchanique, and
several others.
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firms. Figure 1 below shows the development process steps for the car part as lines
on the left hand side of the diagram, and the development steps for its production
system on the right. The columns of the diagram show the various actors of the car
maker and the supplier for the production system (left and right side, respectively).
Each arrow in the diagram represents a necessary flow of information. Although
the diagram is quite complex, it can be easily seen that there is much information to
be organized between the two organizations — definitely more than can be handled
with ad hoc measures such as meetings, telephone/web conferences and the like,
and certainly more than can be handled with simple communication tools such as
e-mail and collaboration portals. To handle this type of project in a simultaneous
engineering approach, each flow of communication needs to be planned, controlled
and if necessary corrected with appropriate means.

Using the results of project SICPARYI, the first European vehicle was developed
in parallel to its production system and brought to market in a mere 25 months,
rather than 50-60 months which had previously been necessary.

Despite this impressive success of cutting development lead times in half, the
concept developed in SICPARI was far from being something that could easily be
implemented. Indeed, much further work was necessary to make it operational in
industrial settings:

e A methodology needed to be developed, e.g. on how to define the necessary
communication flows, how to handle difficulties and changes, how to control
execution, how to integrate external partners, etc.

e A toolset to deploy the methodology within the organization: since the turn of
the century, it has become practically impossible to conduct organizational
change without supporting IT tools.

Working together with major automotive suppliers and development insti-
tutions throughout Europe during 10 years, an entirely new approach to planning,
controlling and managing projects has emerged [Brown et al., 2002b]. Its central
element is the “Communigram”, a new planning tool that concentrates on planning
people and communication rather than time and costs.

3. The State of the Art in Project and Process Management

At the turn of the last century during the industrial revolution, methodologies to
organize the sequencing of activities were needed, so it was quite natural that the
time-bar chart developed by Henry L. Gantt became so widely used [Brown, 2002].
When projects became very complex in the 1950’s, specific tools were developed
that helped planners handle projects with many tasks such as e.g. CPM, PERT, etc.
(network diagrams with associated algorithms to calculate, e.g., minimal or pro-
bable project lead time), even without the use of computers. Today, the project
management field is developing more and more in office settings (R&D, Marketing
projects, Mergers & Acquisitions, IT implementations, to name but a few). In such
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projects, we call them “business projects”, the most important asset are the people
working in them, and therefore the main focus should be on coordinating their
work. The time axis, the critical path, resource availability, etc., i.e. the main
entities handled by Gantt, CPM, PERT, etc., are secondary until the contribution of
each person and the interconnections between them are defined. This is why so
many people have problems setting up a good project plan using ubiquitous project
planning software: because planning software constantly shows the current dura-
tion of the project, people get caught up worrying about how long the project is
going to take before they make sure they are doing the right things to reach the
final objective.

In process management, the scene is dominated by flow-chart diagrams, re-
cently updated with notions such as swim lanes to indicate departments or sites,
different types of flows, and to comply with new standards such as e.g. UML and
BPMN (e.g. [Wikipedia, BPMN 2007]. We have conducted various studies in
which we have demonstrated how flow charts that have been certified by ISO 9000
lack even the most basic information to ensure smooth processes, such as e.g. a
clear definition of responsibilities, of inputs and outputs, and of forking criteria, i.e.
the criteria that define which branch of a process is followed when a certain point
in the process is attained. These processes “work” because of “human glue”: the
people simply do not follow what is written in the process documentation to the
letter [Communigram, 2005]. Instead, they work around the documented process to
produce the desired results. Our approach allows processes to be analysed and
interpreted graphically. This allows designing processes that are understood and
optimised by the people doing the work in a continuous improvement approach.

Currently available business applications for project and process management
provide practically no innovation in terms of methodologies [Brown, 2002)%.
Practically all project management applications provide a bar chart and network
diagram view. Most packages will also provide a tabular or graphical view of how
many hours a given resource (i.e. usually a person) is scheduled to work in a given
time period. This has been true for many years: our first benchmarking study on the
subject was carried out in 1997 and updated yearly [ERMITE, 1997]. In the last 10
years, software vendors have been mostly worried about building Web interfaces
for their projects, adding functionality such as portfolio management, management
dashboards or multi-project management capability, or modifying their architecture
to keep up with the tests of time (SQL databases, application servers, API’s and
Web services). Much the same can be said for applications focused on process
management: all of them feature flow charts with more or less functionality.

2 There are a few exceptions, such as e.g. packages that implement the Critical Chain approach of
E. Goldratt (derived from the Theory of Contraints used in production settings) [Goldratt, 1997].
Notice however that it is the methodology that come: first, the IT applications then follow.
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3.1. The Communigram Approach

Communigram is a methodological approach that allows a company to manage
the dynamics of projects and processes through organized communication, amoun-
ting to a new way of thinking through projects and analysing them [Brown &
Schmied, 2007]. The Communigram is a diagram that shows the communication
which takes place (or should take place) within the organization, thus allowing
communication to be planned and controlled so certain objectives are met.

Dimension One: Who with Who?

A project needs people (resources) with certain competencies to carry it out.
The people and departments of the organization appear in the Communigram as
columns. This is in fact a major difference to the diagrams currently used in project
and process management (bar charts, network diagrams): in the Communigram,
people are recognized as the central element of the organization and assume the
central position in the diagram.

Dimension Two: Which Information and When?

The Communigram allows the activities of an organization to be streamlined
around operational objectives. The project is then defined in the time dimension by
breaking down the objectives into work sections and further into a series of tasks.
For each work section and each task, the expected results are defined clearly in
terms of an information deliverable. In the Communigram, tasks and work sections
are represented by lines. Together with the columns representing the people and
departments of the organization, the Communigram is thus a two-dimensional
matrix in which communication may be planned and controlled.

Each task is carried out by one or several people or departments. They are
called the “participants” of the task, and are noted as dots at the intersections
between the line representing the task and the columns of the participating people
or departments. The “participants” elaborate the information deliverable of the task
together. A horizontal bar connecting the participants illustrates the communication
and cooperation within the task. Since in operational reality, work tends to get done
only when objectives are clearly delegated to a single person, a unique responsi-
bility is defined for each task. This responsibility is depicted by a large dot (see
Figure 2).

System function 1
System function 3
System function 4

Task 1

6 System function 2

[

Figure 2. Example of Task Participation and Responsibility
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The receivers of the information deliverable elaborated in a task are thus the
succeeding tasks, or more specifically, the people responsible for these tasks. This
transmission of the information resulting from a task is depicted in the Commu-
nigram by an arrow. By definition, this arrow goes from the person responsible for
one task to the responsible people of the respective subsequent tasks, i.e. the
receivers of the information (Figure 3).
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Figure 3. Transmission of Information Between Tasks

The arrows of the Communigram thus show the communication flow of the
organization in an intuitively comprehensible form. Compared with the views
commonly used in project management, the Communigram has the advantage of
illustrating explicitly how information needs to be elaborated and distributed within
the enterprise. Our field research has shown that this tool corresponds to the way
knowledge workers intuitively plan projects, as it allows them to think through the
knowledge-creation process by identifying the intermediate steps and the compe-
tencies (i.e. the people) needed to create knowledge.

4. Architecture and functionalities of the Communigram software

4.1. Architecture

The Communigram software tools were developed in the view of deploying the
methodology persistently in organizations. The main visible component is the
Communigram Java applet that runs in a Web browser. The Communigram applet
can run in “planning” mode, or in project/process “‘execution” mode. In planning
mode, it allows users to draw all aspects of a Communigram in a simple point-and-
click manner. In execution mode, each user of the Communigram system receives
an interactive personal excerpt of all currently running projects and processes in
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which the user can access all needed documentation as well as provide feedback
via traffic lights, comments, document updates and estimations (a.k.a. “myCommu-
nigram”).

The Communigram software solution is built up in a typical 3-tier architecture.
Next to the Communigram client mentioned above (Java applet), the solution
comprises an application server that runs various Communigram server compo-
nents such as a scheduling engine, a WebDAV-compliant document server, a histo-
ry tracking and archiving engine, and a workflow engine that allows the planning
process and the communication flow defined in the Communigram to be auto-
mated. The third tier is a SQL database system”.

PlanningModule::
"+ Define Wh,o% needs to Communicate with Who
+ LivingPlanning®

|
el
———E s - !

=S Prolact iy oB
" _Managemgnt | bt it
System or ERP < Data p[\:” ERP
. i 2 tables
- g CGtables Dty
S\ Bk

Execution module:

. Distribute work and ;
deliverables
(dynamic workflow)

. collect traffic lights
and progress
information via
Intranet

. make the project and
its plan come alive

Figure 4. System architecture

Flexibility was a key point in the development of the system. Apart from
functioning in an autonomous configuration, the Communigram system can work
in unison with extensive project management systems such as e.g. Primavera or

3 To run the standalone Communigram toolset, only an application server with a Java application
server installed (Tomcat or commercial serviet engine), an SQL database server, and clients
(Windows, Linux or Mac) running IE or Firefox and a recent Java runtime are required.
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Microsoft Project Server. Further configurations working with ERP systems are
currently under development. Any other IT system (e.g. process management,
quality management, ERP, or project planning applications) can be interfaced with
Communigram thanks to a highly flexible API. This allows companies to use the
Communigram approach to engineer the communication they need for business
success, then use these systems for resource staffing, cost calculation, project
pipelining, reporting, etc. Figure 5 shows how the Communigram system integrates
within the IT landscape of organizations: the Communigram provides an interface
to systems such as document management, product data and project planning data,
but all within a single view, without the need to switch screens. We call this
principle “un solo papel” - all on one “paper” — meaning two things: the Commu-
nigram system brings together all information people need to do their work in a
single spot without needing to change screens and without creating redundant data.
Furthermore, Communigram integrates technologies from the collaborative and
workflow solution toolbox to allow people to use these technologies intuitively:
people collaborate through Communigram and they use workflows (without
knowing about them) to make sure people get the right information at the right
time. This makes Communigram a central instrument to organize many types of
enterprise communication (see also [Brown et al., 2003]).

Portals
o
J L
Accegs and Accqss and
Collaborative Tools a'iﬁx Workflow j/fn‘s

Document )
Management /
Task hie. hy, qualitaliv, nkrolling and replanning
Product Quantitati ntrolling of time and costs

Data
Management

. Cost and time
Communigram controlling

\

Operations planning
Tasks and Costs

Figure 5. Integration of Communigram within the IT landscape of the organization
4.2. Functionality

Form follows function, or in this case: “functionality follows methodology”
All functionality available in the Communigram tools serves the unique purpose of
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making the Communigram methodology simple to use and to deploy. In using the
Communigram tools, people “automatically” apply the principles of the metho-
dology (although some training is nonetheless needed).

Engineering Communication (5 W’s)

Using the Communigram, users can simply define the communication flows
that are needed to attain the operational goals of a project or process by following
the “5 W’s of Communication”:

Which Information? — Clear description of the expected output of each
activity and the identification of needed input. For each activity of the project or
process, the user adds a line in the Communigram. For each activity, the expected
result (output) as well as its inputs are determined and managed during the life-
cycle of the project or process.

Who with Who? - teamwork is clearly defined, with clear-cut respon-
sibilities and (typically) cross-functional teams.

The user adds hierarchically ordered columns to the Communigram that re-
present companies and its entities, as well as individual people. For each result, the
user can define several participants by adding dots at the intersections between the
appropriate columns and line of the activity/deliverable. The user also defines one
person as responsible for the deliverable (large dot). This allows cross-functional
and even cross-company cooperation to be planned in a very simple manner. The
line connecting the dots means that the people work together to produce the deli-
verable.

Who needs the information? - the customers for each information
deliverable are defined, and clients can ask for deliverables they need to produce
their own deliverables. These connections are shown as arrows in the Commu-
nigram.

When? - as in SICPARYI, the time axis is secondary. But once the complete
communication flow has been defined, it is easy to schedule the elaboration of the
deliverables simply by calculating the critical path or chain.

To gain understandings of how business communication is engineered using
Communigram, let us look at the typical “linear” development process of a vehicle
and its production system (the usual process prior to SICPARI, Figure 6).

The diagram shows an aggregate-level view of the communication flow
necessary to develop a vehicle (activities carried out by the car manufacturer “Car”
in the diagram) and its production system (Production equipment supplier “Atok”
in Figures 6 and 7). Only the main phases (yellow lines) and departments (blue
columns) are shown. Each arrow shows how deliverables are passed from one
phase and department to another. The horizontal bars show that various depart-
ments are working together within the phase.

Compare to this the diagram of the “simultaneous engineering” (SE) approach,
as in Figure 7.
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In this plan, there are far more connections between the two companies, allo-
wing the two main projects (car development and production system development)
to be carried out in parallel. This in turn cuts the overall lead time of the project
nearly in half (from 960 to 565 days).
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Figure 8. The time axis of the linear and the SE-Approach
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Expand and collapse

Through its unique expanding and collapsing facility, the Communigram helps
gain an overview of the entire project or process. Communigram can expand and
collapse an unlimited number of levels of departments, sub-departments, etc.
Furthermore, certain lines can be hidden in order to gain a better overview of what
is happening in the organization. Any given work section, i.e. a group of tasks
within the project, can be collapsed to hide the underlying tasks.

Figure 8 shows the SE-project more in detail (two phases are expanded). The
rich collaboration taking place between the various departments is clearly visible.
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31 Organisation of the infor... Project communicati... 10,.0d *
32 Summary of propositions ... Financial check of p... 10.0d &
Ms1:  Rawconceptapproved | GoNoGo' i ood G
#5E.Raw Raw concept documented Realization of raw ¢... 60.0d
+SE. Desi¢ Design documentation co... Design 40,0d
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#SE.Deta Detailed design fully docu. .. Detailed design - su... 80.0d
#SE.Prod PS parts available Manufacturing PS 40.0d
#SE.Ass Tested PS Assembly 40.0d
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Figure 9. Communigram with processes 1, 2 and 3 (with revealed detail)

In the Communigram, a large circle indicates the responsibility of a work
section. When the corresponding process is collapsed, this large circle turns into a
large dot, and the communication arrows are routed through this dot (Figure 9).

£ i i Pre-development
2.1 State-of-the-artinlit. 50  [Literature research
2.2 Emerging ies 20 Contact universities
[ 23 i hnologies 0 Interview suppliers
| 24 | State-ofthe-at 0 Final evaluation (report)
[®2 Pre-development

Figure 10. Responsibility of process 2 “Pre-development” is shown as a circle, and collapses to a large dot
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Therefore, when a responsibility is defined for a work section, this work
section can be collapsed to provide a better overview of the communication flow in
the company. The same example as before is as shown below in Figure 10 when
the people responsible for work sections are defined.

Communication Functions

First of all, the Communigram application allows planners to define project
work in a whole new way. As the Figures 6 through 10 show, using Communigram
is like wearing a new pair of glasses [Brown, Schmied, 2005]: you can simply see
if the project plan makes sense:

e Are all necessary communication flows among people planned?

¢ Are departments communicating, or do we have “walls” among them?

e Are people communicating early enough in the project, or rather when it is too
late to make improvements?

Are all communication flows necessary?

Are there dead-ends in communication flows?

Are people missing information?

Are some people particularly heavily involved in the communication flow? Is
this all right, or should the communication effort be more distributed?

But the Communigram application is also a communication platform. The
communication flows are not only modelled, they are also brought to life. Since
each arrow within the Communigram means a flow of information from one
(responsible) person to another, this transfer of information is automated by the
integrated workflow engine.

Furthermore, all necessary information to work on needed deliverables is at the
fingertips of all users, thanks to an integrated document management system. Rele-
vant documentation is available to users without changing screens, simply by clic-
king on pop-up windows that appear when hovering the mouse over certain parts of
the Communigram. In doing so, the logic modelled in the Communigram provides
the structure for the documentation available: instead of searching for information,
people find information where they are looking for it, i.e. next to the deliverable
they are working on.

The same is true for all status information, comments or questions which may
arise around the work on a deliverable: all information is tracked and is available in
a pop-up window associated with the deliverable. Since all that is said and done
around a deliverable can be easily found in the Communigram in a “self-service”
paradigm, this saves hundreds of “broadcast” e-mails that these days simply take
too much time to read.

Traffic Lights
During the execution of the project, it is important to have up-to-date infor-
mation on the current progress of activities. Communigram takes a new approach



Communigram: faster projects and processes through engineered and controlled... 23

with respect to the traditional “percentage of completeness” measure. Instead, users
are asked to set traffic lights with respect to their progress. Coupled with metho-
dological measures, this constitutes a very effective early-warning system with
which arising difficulties can be anticipated.

Knowledge Management

We actually prefer the term “Experience Management” to describe how the
knowledge elaborated during the projects and processes is systematically recorded
during the project. The important point here is that this recording takes place
without any additional effort on behalf of the personnel. We have found all
attempts to get project teams to reflect on “best practices” and “lessons learned”
have very little success. People typically are already working on another project or
have so much backlog on their everyday work that the last thing they want to do is
to think about the finished project. With the Communigram system, the elaboration
process of knowledge deliverables in response to expressed needs is automatically
recorded, and thus can be exploited when new projects are started that may require
the same knowledge or problem-solving approach.

Next to recording knowledge on products and technologies, the Communigram
also helps collect and improve process knowledge. Indeed, the person-centric view
in Communigram helps people identify themselves with the process and incites
them to suggest improvements for the next project or process run.

We have had many cases in which the transparency in the Communigram got
people ask for parts of the project plan to be modified, particularly to add new
deliverables that they needed for input (see also the case study “Machinery” for an
example). In the process use of the Communigram, people use the diagrams to
detect where the process has a potential improvement in Continuous Improvement
(ak.a. Kaizen) workshops. The improved project or process templates are then
used for future runs.

5. Case Studies
5.1. Innovative Component for Automotive

In a 3-year development project of a highly innovative automotive component
employing up to 350 people, the Communigram methodology and toolset was used
to improve the management of the project in many ways. The scope ranged from
the redefinition of the project objective following the methodology to a.reen-
gineered project plan and a partial restructuring of the project unit.

The original project plan of this project contained the phases foreseen in the
company’s product development process. As Figure 11 shows, little was done to
ensure integration among the various departments and functional groups.
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The first step was to make sure that the main system functions “Top Mana-
gement”, “Marketing” and “Production” were far more solicited during the project.

Afterwards in a second step, additional system functions such as “Intellectual
Property” (IP), “Quality”, “Product Design” and “Project Support Office” were
integrated into the project plan.

With this new project master plan, many activities foreseen in the later phases
of the project (particularly those concerning Production and Marketing) were inte-
grated in earlier phases. While this put of course an additional load on the
concerned people, this allowed many difficulties to be anticipated and helped re-
orient the product towards market requirements while at the same time omitting
unnecessary functions and thus reducing costs.

Because the project is unique in its kind, an exact appreciation of the impact of
the Communigram on project lead time and performance cannot be made.
However, the project manager is sure that at least 10% project lead time had been
saved. What is much more important is that the project was finished in time for the
major customers “application” projects, i.e. integration of the component within
their new vehicle models. Due to the characteristics of the product and its
acceptable cost for upper-class vehicles, the product was an instant success. The
company now profits from a near-monopolistic situation and high profits, as it
could set the standards for this new technology.

5.2. New Machine for Exhibition

In this company specialized in high-performance machinery for industry, inno-
vation is a must due to strong competition. In the past, each new machine type
presented at an exhibition had not finished its development cycle. Very often, last
changes to the exposed machines were made at the exhibition itself! The deve-
lopers always warned the salesmen of the company not to sell the machine to
customers just yet because the vital tests runs to debug the machines had not been
yet made. But of course after every exhibition, the first machines had been sold
with agreed delivery dates. This led to severe quality problems, high costs due to
necessary interventions on site at dissatisfied customers, and to frustrated R&D
staff.

The Communigram methodology and toolset was used to structure the entire
project according to the “pull” principle of client-supplier relationships. Each
participant of the project needed to look into their part of the Communigram to say
whether they had all input they required to produce the deliverables they were
assigned to. This is very easy to do, as each person simply has to look down their
own column to see where they have dots. In doing so, many participants found that
necessary input was not planned for (Figure 13).

Using this view of “who gets which information” during the execution of the
project, it was discovered that 20% of all needed deliverables had not all been
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planned for, planned for, but too late, or planned for, but with ambiguous defi-
nitions of what deliverable needed to be produced.

Together with other methodological measures including the use of the “critical
chain” approach [Goldratt, 1997], it became evident that it was impossible to finish
the project in time for the targeted exhibition. This pushed senior management into
making some tough decisions. Some difficult solutions are found and the decision
is made to stop another project to provide additional resources. Once the necessary
boundary conditions were set, the project moved ahead very quickly because all
details concerning information needs and their transmittal were organized in the
Communigram. Furthermore, much time was saved through less e-mails and quic-
ker access to information. All this allowed the prototype to be developed including
all necessary tests in time for the exhibition — for the first time ever in the history
of the company.

5.3. Moving an Entire Insurance Company

A completely new office building is built for an insurance company. The com-
pany has to transfer itself there within a very short time span to avoid lapse time
when people cannot be reached, thus leading to customer dissatisfaction. The com-
pany fears to have limited front desk reactivity for several days and chaos for
several weeks in the back office.

The Communigram methodology and toolset were applied to apply the prin-
ciples of thinking in deliverables and client-suppliers relationships to this complex
task involving many people and companies. This allows the company to set up a
very detailed plan of who needs to do what during this critical time.

As a result of the use of the Communigram, the company moves exactly the
right day without any delay, and is ready for business within 48 hours (which of
course are scheduled to be on the weekend). 72 hours later, even the back office is
back to normal.

6. Conclusions and perspectives

In this paper, we have presented a methodology based on organizing and con-
trolling communication that reduces lead time and leads to more successful pro-
jects and processes. We have also shown how this methodology is supported with
a toolset that directly translates this methodology into appropriate IT tools. In
several case studies, we have shown how both the methodology and toolset have
been applied to produce a considerable advantage in industrial settings. Not only
have project lead times been reduced in many cases, the outcomes of many projects
in terms of quality and costs have also been improved.

The toolset we have developed works very well in company environments be-
cause it only translates the methodology with no additional overhead. This provides
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a tool that is simple to use and requires very little training. Current customers
particularly appreciate that training can be entirely “learning by doing”: with very
little theoretical training, people learn to use the toolset simply by learning the use
the ‘methodology by applying it to their currently running projects and processes.
The main advantage of Communigram over seemingly similar solutions is that it is
based on a new, proven methodology that improves both project planning and
execution. Instead than implementing an IT system with lot of functions and then
trying to find a methodology to make it work, companies that use the Commu-
nigram solution start with the methodology and then use the toolset to deploy it.
Unlike many IT solutions in which technology is the main characteristic, the
Communigram toolset is “methodware”.

New technologies emerging in the marketplace provide very interesting pers-
pectives for future uses of the Communigram. One example for this is SOA. Given
its flexibility, Communigram could be used as a highly flexible interface to make
use of services, particularly within the environment of an ERP. For instance, in
many projects, certain parts and materials need to be sourced. A purchase order
could be generated from outside (i.e. from within Communigram) using an appro-
priate service. As long as parts are scheduled to be delivered on time, this infor-
mation is conveyed to the appropriate deliverables within the Communigram sy-
stem. Other interesting integration scenarios include accessing calendars of people
to suggest dates to work on deliverables, distributing reminders and feedback
requests via e-mail, or providing mobile access to the most vital functionality.

A challenge of a very different kind arises from the very advantages of the
system. As every web application, the Communigram system is affected by what is
known as the “offline problem”, i.e. users cannot use the system while they are on
the move without a sufficiently fast internet connection. This problem is currently
being addressed by storing data in a local cache that is later synchronized with the
Server.

Future evolutions of the product will also include new methodological aspects.
Through the rich experience gained today in the field, the Communigram metho-
dology is quickly being extended and enriched. Furthermore, certain comple-
mentary methodologies of project and process management are being integrated
into the overall approach. All this is successively being translated into functional
requirements that will be integrated into later evolutions of the toolset.
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