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	Summary:
The current IT tools offer very few opportunities for collaborative work with the exception of capacity for dev which is more a platform for exchanging ideas rather than a tool allowing working efficiently on documents. Another difficulty is to identify the right interlocutor as existing tools can only make a link between an actor and the unit or delegation it belongs to, in the best case with an indication of the nature of its tasks (intranet for HQ staff) but never about his portfolio. Other gaps cover the absence of cabinet involvment  in the workflows associated to decision making, the difficulty for back up colleagues to catch quickly what they have to do in the absence of proper hand over, and the difficulty for managers to extract what actions have been performed in a given period of time according to their priorities or areas of interest.
With regard to internal collaboration the system:
· Collaborative tool: Must offer to work on a collaborative way on documents, capitalising comments, keeping memory of who did/said what, to work in parallel and not only in a sequential way;
· Who does what: Must offer an access to who does what and who did what (keeping memory of past actions); such information will help to identify the right interlocutor or actor for a specific on-going or past action; it should help indirectly to build an expert profile for DEVCO staff; it will require a proper interface with Sysper 2, and some work in Sysper 2 to get the correct role description;
· Cabinet's involvement: Should offer the possibility to integrate Cabinet endorsement in workflows related to decision making on programming (NIP, RIP) as well on actions flagged by Cabinet;
· Handover: Should offer a hand over like function to be used by back up staff to determine what kind of action they have to perform as back up (programme portfolio overview, dashboard with deadlines)
· Feedback: Should offer a "feedback" function for managers to know what key actions have been performed in a given period of time, ie in the framework of a given sub-delegation (ie Head of Delegation getting the list of contracts signed the former week)
The possibility to work on a collaborative way and the attached transparency should increase the mutual confidence between various categories of staff, from the field and from HQ, operational and financial. It should pave the way in the long term for a re-engineering of visa circuits, supporting therefore a further step in term of simplification.
The complementarity with Capacity for dev should be explained clearly to users; capacity for dev is a forum of exchange able to aggregate users coming from various constituencies but not a tool adapted to online work on documents.



Glossary (to be completed):
	CUD
	Create, Update, Delete (mode of interaction with the system)

	Dir geo
	Director of the concerned geographic directorate (Dir geo is a visa)

	Geo desk, unit, director
	Resp the concerned geographical desk, unit or director

	HoS
	Head of operational section in a Delegation (could be a team leader at HQ)

	HoC
	Head of Cooperation (could be the head of operational section in Delegations with a single operational section, or the senior HoS in Delegations with two operational sections or more and no formal HoC position)

	HoD
	Head of Delegation (double hat staff: EEAS and DEVCO)

	OM
	Operation Manager

	R
	Read only (mode of interaction with the system)

	Sysper 2
	Commission staff management system; the ECAS access identification system is plugged to Sysper 2; however Sysper 2 doesn't give a clear idenfication of the exact assignment of an actor within an EU delegation, within a unit, or within a section/team

	
	

	
	




"Internal collaboration" has the following four mainpurposes: 
· Collaborative tool: Integrating a collaborative tool in the new system with the view to promote collaborative work rather than sequential controls, improving therefore the quality and efficiency of our operations (a work structure based only on sequential controls and accept/reject action might lead to lengthy processes)
· Who does what (actors identification): Addressing the gap of knowing who is doing what within DEVCO, based on and complementing when necessary the information available in Sysper and on the intranet
· Cabinet's involvement: Integrating the cabinet of Commissioner Mimica as an internal actor with a specific role to play in the decision making process (programming, approval of an action) 
· Who does what (actors activities): Promoting the new system as a tool to support hand over and "feedback" functions: for a back up colleague to know quickly what are the priority actions to be done (dashboard of deadlines, programme portfolio situation), and for a team manager to know what main actions have been performed recently (ie contracts signed the last week for an Head of Delegation)
"Internal collaboration" with regard to its collaborative tool objective is based on lessons learnt from ECHO's experience, particularly regarding their "fiche operationnelle" accompanying a grant from the proposal made by the implementing partner until the final payment (see annex).
This component has strong interactions and overlaps with:
· Component 2, 3, 4.4: when we speak about collaborative work on documents implying an internal collaborative work
· Component 4.1: as time management and dashboarding is a key support for facilitating any hand over part of a smooth internal collaboration
· Component 6: for collaborative work on documents (document management)
· Component 8: for collaborative work and knowing who does what

Actors involved in internal collaboration:
1. At country/region level: operational staff (operation manager, head of section, head of cooperation), Head of Delegation, financial staff (finance and contract section)
2. At HQ level: operational staff (geographical units and thematic units) financial staff (finance and contract units)
3. At HQ level: cabinet of Commissioner Mimica
DEVCO Processes involved in internal collaboration:
· All processes are involved (programming, identification/formulation, implementation)

Triggers/prioritisation/internal reporting needs (dashboards):
1. At country/region level: operational staff (operation manager, head of section, head of cooperation), Head of Delegation, financial staff (finance and contract section):
trigger 1.1. All oper	ational staff must be able to initiate a collaborative work on a document, accepting comments including from financial staff and Head of Delegation, or even EEAS staff working at the EU Delegation (ie political section); it could be a structured document (action document), a word document or figures- CUD
trigger 1.2. All operational staff should be able to access to a hand over function within an EU Delegation, based on a portfolio and dashboard of key actions to be performed (deadlines); flexibility should be given to each backup to select the information it is most in need-R
trigger 1.3. All managers (head of cooperation/head of delegation, head of sections, team leaders) should be able to access to a feedback function to know what happened in a given period of time, particularly in the framework of a given subdelegation; by allowing reporting and accountability it should encourage a greater use of subdelegations; it should be also accessible for information to other staff-R
2. At HQ level: operational staff (geographical units and thematic units), financial staff (finance and contract units) and Director
Functionalities are similar as for EU Delegation staff
trigger 2.1. All oper	ational staff must be able to initiate a collaborative work on a document, accepting comments including from financial staff and Directors, or even EEAS HQ staff concerned by the process (ie EEAS geographical desk); it could be a structured document (action document), a word document or figures- CUD
trigger 2.2. All operational staff should be able to access to a hand over function within a unit, based on a portfolio and dashboard of key actions to be performed (deadlines); flexibility should be given to each backup to select the information it is most in need-R
trigger 2.3. All managers (Directors, head of unit, head of sectors, team leaders) should be able to access to a feedback function to know what happened in a given period of time, particularly in the framework of a given subdelegation; by allowing reporting and accountability it should encourage a greater use of subdelegations; it should be also accessible for information to other staff-R
3. At HQ level: cabinet of Commissioner Mimica
trigger 3.1. Cabinet must have access to a broad list of informations and documents in the system (with regard to programming, actions and their modification); cabinet should be notified of any further modification made on a document it has endorsed-R
trigger 3.2. Cabinet should give systematically its comments or endorsement on programming documents and on selected action documents (see below); any Cabinet action should be notified to the geo or thematic desk and the the general coordination unit- CUD
trigger 3.3. Cabinet should be able to initiate a list of actions requiring a previous endorsement of Cabinet before moving to the consultation inter-services (by sector, by country, by amount), in close coordination with DEVCO (general coordination unit)- CUD
4. All staff
trigger 4.1. All staff must be able to to find easily who is doing what (thematic desk, geographical desk, main horizontal tasks, role and portfolio of staff in EU Delegations); SYSPER 2 must be used at maximum for that (single source of true)-R
trigger 4.2. Each staff should be able to check its portfolio related data and to propose to update it with the validation of the head of cooperation/head of delegation, or head of unit-CUD
trigger 4.3. Each manager (head of cooperation/head of delegation, or head of unit) should be able to initiate an update of the related portfolio data to be validated once the concerned staff has given a non objection-CUD

High level data model:
To be developed at a later stage
Key documents: Contracts, Financing agreements, Financing decisions, financial entities (invoices, recovery orders, forecasts of revenue, financial guarantees), evaluation missions, field missions, audit verification missions
Actors information: light personal data (Name, Surname, assignment, assignment period, function name, list of beneficiaries the person has worked with (could specify also a contact point)
File related data: all data related to the file on which the actor has worked on

Next steps:
1. Discussion with R1, R4 and C4dev about on-going initiatives with regard to: the scope of capacity for dev as collaborative tool, the issue to know who is doing what (actors identification), clarification about the plan to plug DWH on Sysper
2. For interaction with Cabinet a first discussion should take place with 02 and then if needed with Cabinet (under the umbrella of 02)

Annex: 
Lessons learnt from ECHO's experience (extract from the minutes of the 15-16 January workshop)


Lessons learnt from ECHO's experience

Extract from the minutes of the 15-16 January 2015 workshop

ECHO’s experience (around Fiche Op mainly)
· Fiche Op goes along a single form document; Fiche Op is where operational staff writes comments and recommendations for decision making (contracting, rider, payment); the single form is fed initially by the implementing partner
· One principle is not to work twice on the same issue, to reinforce the sense of responsibility; for the check list the same applies with each item being checked only twice (4 eyes principle)
· Transparency (everybody inside ECHO can access to comments and recommendations; no access outside except CoA auditors)
· Efficiency (allows work in parallel between operational and financial staff as for the final report assessment; key to reach shortened payment deadlines)
· Fiche op was initially design to foster collaboration between field and HQ operational staff
· Gives better understanding of the programme to financial staff
· Fiche Op has contributed to positive changes in ECHO (more collaboration between operational / financial staff)
· HOPE offers the possibility to work off line (during field missions) and then to upload into the system
· Triggers for change: initially rejection of a consultant process review; it was a 10 years process
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