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Introduction 

This project plan describes an implementation for the first phase of the Alfalab project. The project plan continues to build on the structure provided in the project proposal (the proposal Alfalab – aanvraag voor de opbouw van een digitale onderzoeksinfrastructuur voor de Geesteswetenschappen ('Alfalab – proposal for the creation of a digital research infrastructure for the Humanities')) for the implementation of the project; on the basis of recommendations and information obtained from the authors of the original proposal; and based on preparatory work by the project managers from the participating institutes that are involved in the Alfalab project. We would like to emphasise that this project plan is only an implementation proposal for phase 1 of Alfalab. In this project plan, a plan of action has not yet been formulated for many of the long-term goals that Alfalab aims to achieve according to the original proposal. However, this plan does refer to or anticipate these long-term goals when useful or necessary.


The motivation for the Alfalab ‘venture’ is not a part of this project plan. For this motivation, please refer to the original proposal, in particular the summary and part A of that proposal.

Goals
The main goals for Alfalab in the first phase are: to create a concrete and productive virtual partnership between several Royal Netherlands Academy of Arts and Sciences institutes (which will be referred to as ‘KNAW institutes’ in this text) and to create sufficient support inside and outside the Royal Netherlands Academy of Arts and Sciences (Koninklijke Nederlandse Akademie van Wetenschappen – KNAW) to perpetuate this virtual collaborative partnership. These goals will be achieved by realising several sub-goals in various key areas, as described below.

I. Promoting cooperation in the Humanities
Alfalab wants to promote cooperation on various levels: 1) On the level of project realisation, by seeking to achieve the maximum possible cooperation between participating staff members of the institutes associated with the project. 2) On the level of Humanities practice, by making Alfalab available inside and outside the KNAW as an infrastructure for digital data and tools. This would be an infrastructure that would support effective cooperative and interdisciplinary research in virtual partnerships between Humanities researchers both inside and outside the KNAW. Cooperation would also be stimulated by involving Humanities researchers from the field in the actual development of Alfalab. This would take place, for example, in various workshops in the sub-projects. These workshops would generate feedback for the development of Alfalab in the first phase, and for the preparation of the second phase of the project. 3) At a strategic level – by taking part in and contributing to various national and international networks and partnerships that stimulate technological support and innovation within the Humanities.


In the first phase, these goals will be realised practically, but on a limited scale. With respect to point 1, by cooperatively developing and realising Alfalab’s technical infrastructure and supporting this cooperation with specifically suitable tools for virtual partnerships. With respect to point 2, by realising and applying two or three 'demonstrator' digital tools in cooperation with researchers and by using these demonstrators in various workshops in cooperation with researchers from the Humanities. These workshops would also generate feedback to further develop the goals of and support for Alfalab. With respect to point 3, by initiating contact and cooperation with networks such as CLARIN, Interedition, Bamboo, etc.

II. Creating an overview of the available digital data and technology
The academic and other impact of digital data and tools is still rather small in the Humanities field. This can be attributed, on the one hand, to a lack of useable tools (the supply is not aligned with the actual demand), and to the poor dissemination of knowledge about existing tools within the Humanities community on the other. Alfalab cannot thoroughly research or influence the first problem (certainly not during the limited first phase); however, it may be possible to design the second phase with this in mind. With respect to the supply of tools, in the first phase, Alfalab will match up a couple of 'demonstrators' with what seem to be promising directions for digital tools. Also in the first phase, Alfalab can respond to the second problem more effectively by offering Humanities researchers a good overview of what resources and data are available. Alfalab will offer that overview in the form of a well-organised and united internet portal, which offers a register for digital services and tools. In addition, Alfalab will offer an index of the digital data available inside and outside the portal. Where possible, Alfalab will offer these services, tools and data in an integrated manner. 

In the first phase, a thorough inventory will be made of the available data and tools. Then an overview of this and an associated searchable index will be provided through the portal to be realised. Finally, a limited number of services and tools will be offered on the completed infrastructure in an integrated manner.

III. Promoting the use of existing digital data and technology
Humanities research seems to make relatively little use/reuse of existing digital data and tools. Alfalab wants to promote the use of digital data and technology by offering a more extensive and clearer overview (see II) by disseminating knowledge about use and applicability (see IV) and by offering a virtual laboratory where digital analysis and processing tools can be used on data, by individual researchers or in virtual or other cooperation. By using workshops to involve researchers from the Humanities field in the development of the laboratory during the first phase, the Alfalab project aims at incorporating the necessary feedback to ensure that the functioning and application range of digital tools and data meet the needs of Humanities researchers.

Potential impact and opportunities to use digital tools are promoted by offering all the tools and, where possible, even the discrete components thereof, as a network of open digital services. Individual services (or sets of services) can thus be offered and utilised in a decentralised manner. (In the event of copyright issues, this method still allows, for example, for a digital tool to be used on the copyrighted data within an archive’s site.) The use of digital data and services is also promoted by promoting the compatibility of digital tools. To this end, a strategic choice is made for open service networks and the promotion of this technology through policy-oriented partner networks (as referred to under I).

In the first phase, the realisation of the virtual laboratory will commence in a limited form by completing two or three 'demonstrator' digital tools. These tools are called 'demonstrators' because they demonstrate the technical goals of Alfalab: the integrated online provision of digital tools together with data that these tools can be used on. For this purpose, in the first phase, Alfalab offers an instance of a digital infrastructure in which an integrated offering at user-interface level is possible, while the actual tools and data sources are found in a distributed digital environment.

Open service networks and decentralised applications are strategically promoted through networks such as Bamboo, CLARIN and DARIAH.

IV. Dissemination 

Alfalab’s goal is to ensure that dissemination takes place in two directions, both inwardly and outwardly. First of all, as a virtual collaborative partnership, Alfalab must find a modus operandi to remain sufficiently informed in a timely manner with respect to the technical, organisational, legal, content-centred, financial and social developments that play a role in the continued effective support of virtual partnerships for the Humanities by means of digital data and tools. The necessary technical tools for this inward dissemination are probably the same as are used under point 1 to support the Alfalab partnership. The goal of inward dissemination is to ensure that Alfalab (and, in a broader framework, the virtual partnership of researchers and staff members involved inside and outside the KNAW) is perpetuated as far as possible and to provide it with a future perspective. In addition to inward dissemination, there is also outward dissemination, aimed at researchers in the Netherlands: to keep these parties abreast of digital and other methodical and technical developments of interest to the Humanities, to offer them educational opportunities (workshops, summer schools), as well as instruction (tutorials, manuals) and example cases. For the purpose of regular communication and reference, Alfalab will also use a 'disseminary' as a digital tool: a content management system that supports, for example, an electronic newsletter, a discussion platform and a reference system.

In the first phase, for outward dissemination, Alfalab will create a number of surveys that take stock of the current state of affairs, the impact and the use of digital tools inside and outside the KNAW, both inside and outside the Netherlands. This knowledge in itself already offers added value for the Dutch Humanities, but it also forms the motivation for the selection of digital tools that Alfalab will offer online (in an integrated manner if technically feasible, otherwise with reference to each other). These surveys will also contribute to the manuals, software repositories and tutorials that Alfalab will realise during the first phase. Knowledge dissemination in this phase will also take place by setting up and leading workshops and, once again, internal and external dissemination of experiences gained in the workshops. This first phase will focus especially on research and, if possible, the dissemination of knowledge to students inside the regular curriculum.

Results and products
Alfalab is an ambitious project that wants to deliver a significant number of concrete results. In this sense, it is far more a ‘work and action’ project than just a theoretical one. The main results and products will be outlined below in a simplified work breakdown structure (WBS). A more detailed WBS can only be drawn up once the sub-project plans have also been defined more precisely during the first stage of the project. (In accordance with the descriptions in the section 'Working methods and preconditions', a dynamic WBS and a Gantt chart will be part of the online toolkit for monitoring the project. This will provide the opportunity to keep an overview as well as focus on specific insights during the project.) Where necessary, the various products will be described in more detail in the sections about the different work packages when this plan is drawn up.

· Virtual Alfalab collaborative partnership, including supporting infrastructure
· Work package 1: Project management & preparation for second phase (WP1)

· Report: SWOT analysis of Alfalab phase 2, including recommendations for technical implementation, stimulating support and 'social aspects' of implementation
· A communication plan with strategic and operational recommendations for public relations (PR) and the promotion of the cooperative goals and the digital and other supporting function of Alfalab within the Humanities; specific implementation of communication recommendations for the first phase
· Membership of KNAW/Alfalab in other and umbrella networks to support and promote a digital infrastructure for the Humanities (in any case, CLARIN, Interedition, Bamboo, and possibly more)

· Subsidy plan, second phase
· Implementation plan, second phase
· Proposal submitted/to be submitted with the most likely subsidy provider identified
· Project toolkit and reports
· Work package 2: Dissemination (WP2)

· Paper/thesis (and the resulting presentations) concerning the potential impact, uptake, sociological and technical success factors for digital online/other tools for the Humanities in the Netherlands
· Survey report with an overview of the digital data, tools and supporting frameworks available to the Humanities
· A workshop/symposium on cooperation in the Humanities and the case for digital techniques
· A report or compilation with contributions from researchers about their experiences and findings during the realisation of the workshop cases
· Work package 3: Space Lab (WP3)

· Geographic tool: online service for georeference, annotation and visualisation of geodata

· At least one online publication (and more, if feasible) of use cases/applications in specific studies (both inside and outside the KNAW)

· Four workshops on the application of digital techniques/GIS to support the online cases
· Work package 4: Text Lab (WP4)

· Text tool: online service for cooperative tagging (enrichment) of text data, supported by a supervised learning machine
· Two workshops on 'text as data' to support online cases
· Work package 5: Portal (WP5)

· Green paper and white paper on shared distributed architecture for open service networks
· Proof of concept for implementation architecture, supporting Portal version 1.0 or a part thereof
· Portal version 1.0: this brings together a coherent and clear design based on decentralised services:

· Repository for geographic data and text data
· Repository for applications

· Index, register of and references to online applications (and relevant offline applications)

· Tutorials, manuals, use-case examples for all the applications and tools offered or referred to
· Integration of the two digital services/tools (demonstrator tools) from WP3 and WP4, useable with data available through or in the portal (version 1.0).

· An online disseminary (content management system, possibly in combination with a workflow management system)

Scope

The financial dimension of the first phase for Alfalab amounts to € 812,500 (KNAW) + € 562,500 matching, making a total of € 1.375 million.

The production scope of the first phase of Alfalab is defined by the list of products and results. Substantial changes in functional scope without modifying the financial dimension must be approved by the steering committee. Increasing the scope with the approval of the steering committee is only possible if sufficient financial and other resources are available.

In the first phase, scope monitoring takes place using an online project tracking system. This system allows for the various deliverables and products to be defined in all target areas. The necessary individual and groups of duties and activities can be recorded in the deliverables and products. Progress and scope can be recorded and reported decentrally in this way. Scope management is primarily a duty of the general project manager, but is largely delegated to the project managers of the various work packages. Progress reports will be given once a month in a project managers meeting, supported by automated reports from the tracking system. Once per quarter, the project manager will formally report to the steering committee on the progress of the project, after which the committee’s chairperson will report, at his/her own discretion, to the directors of the KNAW. Financial reporting and financial scope management take place in an analogous manner; see the financial section above for this purpose. An online project dashboard will offer all stakeholders the opportunity to monitor the project individually.

Acceptance criteria
The acceptance criteria (the measurable results that, when realised, characterise the project as successful) are as follows: 

1) The deliverables and products as described above have been delivered or, after a substantiated approval by the steering committee, have been replaced or dismissed as a result. For several deliverables, the acceptance criteria must still be established, and these cannot yet be developed on the basis of this general project plan. More specific acceptance criteria will be defined in the sub-project plans for the various work packages using use cases, user requirements and/or further specifications by the project manager and staff members of the work package in question. These specifications will be monitored by the general project manager and, ultimately, by the steering committee.

2) At the end of the first phase, the steering committee sees sufficient reasons to continue the project and provides positive recommendations where necessary. 

3) An independently conducted evaluation indicates a predominantly positive opinion about the role and functioning of Alfalab (as a portal, as a provider of decentralised digital tools, with regard to the dissemination products and as a virtual collaborative partnership inside the KNAW). 

4) There has been a certain impact inside the target group; demonstrable use has been made of the completed tools to conduct or contribute to new or other research; the Alfalab tools have been made in one or more research projects where researchers cooperate. 

5) Partner networks have responded to and endorsed the goals of the project. 

6) Alfalab – as a name and as a KNAW project – is no longer an unknown concept within the subfields of the Dutch Humanities that the demonstrators are aimed at. Ideally, a certain momentum has been created among Humanities researchers from these fields, and there is a group of Alfalab users that could potentially expand to a virtual or other community with sufficient critical mass to continue to develop Alfalab in the second phase.

Target group
Included in the Alfalab target group in the first phase are policy makers (both inside and, where relevant, outside the KNAW) with the goal of generating support for continuing Alfalab in further phases. Besides the Humanities community in the Netherlands, the research-oriented deliverables (portal, workshops, tools, etc.) are in particular geared towards researchers active in historical and other literature and the historic arts and sciences where use is made of digital and other geographic data. In this context, Alfalab aims to specifically serve and cooperate with the ‘middle field’. In other words: not with researchers who already make use of very advanced computer techniques (for these people, in the short period of the first phase, Alfalab will probably not be able to provide tools that are advanced enough), but instead with the larger group of researchers who are potentially interested in using digital techniques and data, but who have not yet been able to do so in practice for various reasons. The assumption is that it is exactly within this target group that effective support can be created for Alfalab’s mission, by means of disseminating knowledge, monitoring cases and generating feedback. In the first phase, an attempt will be made to also expand the dissemination to students in the relevant areas of specialisation by looking for alignment with the regular curriculum. In this way, a future generation of researchers will also be given the opportunity to learn about technological developments relevant to their areas of specialisation and methodology.

Project organisation
The Alfalab project, phase 1, will be implemented under the auspices of the KNAW. The client is the KNAW management. The implementation will be carried out by a consortium of KNAW institutes (the Data Archiving and Networked Services (DANS), the Meertens Institute, the Huygens Institute, the Virtual Knowledge Studio (VKS)) and the Fryske Akademy. The participating organisations are represented by staff members in several sub-projects/work packages. This structure was chosen in order to promote (interdisciplinary) cooperation and to prevent a situation where only an imaginary relationship exists between unconnected projects conducted in individual institutes.

The Huygens Institute is the lead manager of the project. The Alfalab project as a whole is led by a general project manager who, in daily affairs, reports directly to the chair of the steering committee. The director of the Huygens Institute is the chair of the Alfalab steering committee. From the KNAW Bureau, the steering committee is advised by the head of I&A. The KNAW Bureau also provides secretarial support for the steering committee. The steering committee is composed of the directors of the participating partner institutes or their authorised representatives. 

The project groups that are responsible for the implementation of the various work packages and/or sub-projects have their own organisation (see the description of the various work packages above). The project managers who bear integral responsibility for the implementation of the work packages report on the progress to the other project managers and the general project manager in a monthly meeting (which can take place online or in person, as desired).

In any case, once each quarter, the general project manager reports to the steering committee on the variables of time, money, quality, information and organisation. The chair of the steering committee reports directly to the KNAW management if necessary or at his/her own discretion.

Working methods and preconditions
Alfalab will be created by a virtual partnership of at least four KNAW institutes and the Fryske Akademy. A virtual partnership has its own particular dynamic and requires its own tools (especially communication tools). Therefore, at the starting phase of the project, special attention will have to be directed towards how the shared tools for reporting, communication, issue/task tracking, task distribution, workflow, etc., are put into use. Finding the right digital tools for communication, exchange and control and using these tools effectively requires both attention and time. This is different than in ‘regular’ cooperative projects, where working together mainly involves dialogue, while the implementation of the project is tied to the individual institution. In this case, there is actually a specific joint implementation of tasks that crosses the borders of the institutes. This virtual cooperative project requires a tailor-made communication and information toolkit, such as an online environment for task registration, workflow and distribution (e.g. an issue tracker or ticketing system); shared online reporting tools (such as a CMS, a blog, a project dashboard) and online tools for consultation (IRC, Skype, etc.). Here, it is not the tools themselves that form the challenge (as open-source and easily maintainable solutions are amply present); instead, the challenge is for the virtual group to make the project its own and to find a modus operandi for the use of the tools.

The actual work on the content, the development work and the management will be divided among five work packages. Three work packages (WP3 'Space Lab' – geographic tools, WP4 'Text Lab' – text tools and WP5 'Portal') will each be developed separately as sub-projects. The development details will be presented by the sub-project managers concerned (who will be referred to hereafter as the 'project managers'). The development of the sub-project is analogous to the project plan for the project as a whole, and entails a more specific description of the associated results, working methods and budget. Due to their separate ‘roles’, the supporting work packages Project management & preparation for second phase (WP1) and Dissemination (WP2) are structured differently. They are not really projects as such, but rather tend to be collections of areas of continuous interest and contributions, including accounting and recording of the accompanying costs.

The online laboratory and the virtual partnership that Alfalab wants to realise form new products and require new working methods for the participating institutes. This means that there must be a lot of room to experiment. The project management and the steering committee will manage based on results, but primarily by allowing the researchers and developers to study ‘bottom up’ and suggest optimum results. Essentially, the steering committee will ask the project managers and staff members to experiment in order to create a proposal for the best content and technical development of a 'virtual cooperative laboratory for the Humanities'. However, this innovative approach, which stimulates creative thinking, does not mean that the steering committee will be relinquishing control of the content and strategic management. The bottom-up approach will result in implementation proposals that will be assessed and possibly adapted by the steering committee on the basis of their content-related merits and strategic value. In addition, it is possible that internal or external conditions will necessitate strategic changes in the design and implementation of parts of the Alfalab project, or Alfalab as a whole. The steering committee can also intervene in such cases.

An investigative design that will stimulate innovation requires at least an a priori methodology. The working methods and methodology will therefore also be defined as much as possible at the discretion of the project managers, who will in turn delegate to their project groups. Several preconditions are built in to guarantee the quality of this bottom-up working method. This means that content-based results and products must always be peer reviewed and independently evaluated before completion. Dissemination documentation will be delivered under an open access licence. The technical products (software products) developed must be modelled on documented use cases, accompanied by acceptance tests and unit tests, be open source and use open standards.

Start of the project 
The project was formally started on 1 March 2009. Preparatory activities were performed by the project managers of the various sub-projects during the first quarter of 2009. The project implementation will be commenced after the budget and the project plan have been approved by the steering committee.

Alfalab is an intensive cooperative partnership between at least four organisations in the KNAW and the Fryske Akademy. To ensure that intensive cooperation actually takes place among staff members of the various institutes, the start phase of the implementation of the project requires a certain amount of special attention. For this reason, allowance has been made with respect to time and budget to commence with a two-day joint kick-off led by a specialised coach. In addition, in the initial weeks, one day a week will be spent in joint meetings, at all the institutes in turn. The goal of these intensive meetings is to learn about the background of the various institutes and to develop a feeling for each other’s working and communication styles. This will also create momentum to get the project going dynamically.

Cooperation is sought not only at content and project manager level. The expectation that the digital tools and the portal will have a strongly distributed or decentralised service-oriented architecture makes it inconceivable that the software developers involved will work in isolation. For this reason, monthly meetings for code reviews, intervision and work planning will be organised for the developers involved. During the starting phase, several extra meetings will be scheduled to create the same momentum as in the project manager group. Further continuation of the cooperation between the developers will be supported with the same communication and tracking tools as in the case of the project managers.

Communication
The internal communication workflow and tools for the first phase of the Alfalab project (essentially, the reporting and knowledge sharing) have been described in the section above. It should be added that all documentation will be brought online, to ensure that it will be available at all the work locations for the project staff members with the correct authorisation. 

The external project communication (dissemination and PR) is essential, especially during the first phase. This communication will be a major determining factor in Alfalab’s creation of support for the project’s continued development. The expertise for creating the necessary information for dissemination is amply present in the project; however, knowledge about an accompanying communication and PR strategy is not. To establish an effective communication campaign, cooperation will take place in WP1 and WP2 with the communication department of the KNAW Bureau. Additionally, an external specialist will be given the task of implementing the communication strategy. In general, communication will take place in Dutch, or in English where this is considered useful. Communication in English will be adjusted to the English-language abilities of the project staff members. For dissemination, PR and communication matters that are considered to play a key role (for example, an application to the EU Seventh Framework Programme or an important message on the home page of Alfalab’s public site), a professional translator will be available on demand.

Work packages
WP 1: Project management & preparation for second phase

WP manager
Huygens Institute

Institutes involved
DANS, Fryske Akademy (FA), Meertens Institute (MI), Huygens Institute (HI), VKS


Project manager
Joris van Zundert


Project staff members
Anne Beaulieu (VKS), Karina van Dalen-Oskam (HI), Maarten Hoogerwerf (DANS), Arjen Versloot (FA), Douwe Zeldenrust (MI), Joris van Zundert (HI)

Operational goals
Work package 1 contains the management and facility tasks at the highest project level: project management, project accounting, project communication, project consultations and quality assurance. The resources, tools, risks and working methods used for the implementation of these tasks are described elsewhere in this document. The project manager bears responsibility for reporting to the steering committee on the progress with respect to content and finances. Conversely, the project manager is responsible for translating the wishes of the steering committee into the operational goals for the sub-projects. The project manager delegates operational tasks to sub-project level as far as possible.

Special key areas for the project manager inside the project are: 1) ensuring that a professional communication plan is set up and implemented to promote the support for Alfalab; 2) making sure that Alfalab is connected to existing national and international networks which are relevant to Alfalab’s objectives (networks such as CLARIN, DARIAH, Bamboo etc.); 3) thoroughly preparing the second phase of Alfalab (see WP1 & WP2).

Results & products
1. A communication plan with strategic and operational recommendations for PR and the promotion of the partnership goals and the digital/other support function of Alfalab in the Humanities, and the actual implementation of communication recommendations for the first phase .
2. Evaluation of the first phase.
3. Analysis of objectives for the second phase.
4. Subsidy plan for the second phase.
5. Implementation plan for the second phase.
6. Website & weblog for the 'Alfalab project'.
7. Online system for tracking and monitoring the project, both for document registration (work plans, Gantt charts, financial reports, documentation) and for development logbooks, ticket/issue trackers, etc.

Planning

The general planning for WP1 is simple: project management and the network tasks will keep going during the entire project; the communication plan is expected in the second half of 2009; the other products (evaluation, subsidy applications and plans) will be finished near the end of the project.

WP 2: Dissemination

WP manager
VKS


Institutes involved
DANS, Fryske Akademy (FA), Meertens Institute (MI), Huygens Institute (HI), VKS


Project manager
Anne Beaulieu


Project staff members
Anne Beaulieu (VKS), Charles van den Heuvel (VKS), Smiljana Antonijevic (VKS)

Operational goals
The work package 'Dissemination' has three major goals. The first is to conduct surveys that supply Alfalab with up-to-date knowledge of existing digital resources and tools that are used nationally and internationally in the Humanities field. These surveys will generate a generalised list of digital applications that could be offered through the portal, in one form or another. The surveys will also contribute to the manuals, software repositories and tutorials for the portal. In addition to conducting surveys, a study will be carried out into the background and causes of the unexpected limited impact to date of digital methods and techniques on the Dutch Humanities. The purpose of the study is to identify the main success factors for Alfalab. Finally, this work package will monitor the production of the necessary knowledge of content-based, financial, legal, organisational and technical aspects that are essential for creating the subsidy and implementation plans that form the basis for the second phase of Alfalab. 

The tasks in this work package also comprise the supervision and evaluation of the workshops offered by the other sub-projects/work packages, and the organisation of the courses offered in the regular curriculum of Dutch universities (or taking stock of the options in this regard).

Results & products
1. A functional survey (national, European and international): a list of available, functional online and offline applications, frameworks, etc., for the Humanities; a list of the impact and use of these tools; the evaluation of the technical merits of the available tools.
2. A practical survey into the existing networks and their potential significance for Alfalab (networks and projects such as ENRICH/CLARIN/DARIAH/IMPACT/Bamboo, etc.).
3. An ethnographic study: joint organisation of the workshops planned in the sub-projects; observing and monitoring the events/effects/results of the workshops; qualitative interviews as a part of the survey under point 1.
4. The recording (in the form of an article, paper and/or presentations) of the historic development, the 'uptake' and the sociological and knowledge-dynamic processes concerning the application of digital technology in the Humanities in the Netherlands.
5. Dissemination
- disseminating the information from the surveys to the project group
- disseminating the feedback from the workshops to the project group
- ensuring the Alfalab dissemination/PR reaches other parties (networks, policy makers, etc.)
- externally oriented (internet) communication concerning the project (structuring and control of website content, blogging, etc.).
6. Input preparation for the second phase: identification of potential financing options; components of draft financing proposals and draft project proposals for the second phase (including, for example, applications for the EU Seventh Framework Programme/NWO (Netherlands Organisation for Scientific Research) applications, etc.); development of SWOT/risk analysis for the second phase based on points 1 and 2.
7. A workshop/symposium on cooperation in the Humanities and the case for digital techniques.
8. Course offerings for students or a proposal/plan for such.
Planning 

The planning for Work package 2 can only be given very general shape at this point. During the first year of the first phase, the work will concentrate on the surveys, and, on this basis, the production of the documentary material for the portal and the disseminary of Alfalab. The ethnographic study will be synchronised with the offering of workshops by the other work packages. In the second part of the first phase, the study will focus more on the aspects and results that are important for the preparation of the second phase of Alfalab.

WP 3: Space Lab, geographic tools

WP manager
Fryske Akademy


Institutes involved
DANS, Fryske Akademy (FA), Meertens Institute (MI), VKS


Project manager
Arjen Versloot


Project staff members
Derk Drukker (FA), Maarten Hoogerwerf (DANS), Sander Strating (FA), Bouke Slofstra (FA), Douwe Zeldenrust (MI), Charles van den Heuvel (VKS)

Operational goals
The 'Space Lab' continues to build on existing digital and other tools. By making these tools accessible online, their use within the Humanities is stimulated. Within the two-year period and with the provided budget it is not feasible to roll out highly specialised GIS software for GIS analysis online at a level that is accessible (intuitively or otherwise) to Humanities researchers in general. The risk of incorrectly building and offering these tools is also far too large for such a project. That is why Space Lab is initially focusing on simpler online visualisation and data entry options. These online tools will form the start of a chain of digital applications of increasing complexity. The online applications form the lowest threshold for the digital tools. In workshops, Humanities researchers will be given the option to obtain more knowledge about specialised GIS analysis tools, the more complex parts of the chain. The two most promising cases from the workshops will be developed further to be visualised inside the portal, as a showcase and good practice example for the Humanities field. The experiences of the researchers involved will be collected in several publications (and will also serve as feedback for the further development of Alfalab).
Results & products
1. An online application for the georeference of scanned maps.
2. An online GIS viewer for grid and vector data, with the possibility of uploading data to a) the central server, b) a distributed system, where administrators of data collections manage their own data, but want to enable others to retrieve/visualise it.
3. The option to add and annotate geographic locations will be built into the viewer. If desired, this option will take the shape of a form that can add data structured in this way to a database. The field name search of the Meertens Institute in partnership with the Fryske Akademy should be used as the case for this geo-annotation tool.
4. An online application for statistical data (a choropleth map with classification), for which the output can be imported into the GIS viewer.
5. Workshops for GIS research: researchers will be invited to come to the workshop with their data. In the workshop, they will be assisted with visualising this data geographically, and especially analysing it. The expertise for this will be available in the workshop. A condition for participation is that the findings will be used in a publication. The goal is to broaden support and dissemination.

6. The findings of the workshops will consist of articles by the researchers and which refer explicitly to Alfalab; demonstrator cases will have the form of presentations that will serve as appendices to the Alfalab 2 story and will be offered online in the disseminary.

7. Two cases will undergo ‘final processing’ to make the possibilities of GIS analysis as visible as possible. The goal is to demonstrate the usefulness of GIS research in order to support Alfalab’s second phase. Publication will also take place within the disseminary. 

8. Portal content in the form of software and references to software for the portal’s software repository. This software and the references will be supplemented with tutorials, 'how to’s' and an 'experts exchange' option. 

Planning 

At this stage (without preliminary research or consultation with the technical project managers and developers who will be performing a large part of the development work), it is not yet possible to establish realistic turnaround times and completion times for the products and budget provided. The first milestone will be for all the participating parties to start the activities. This can be done once the project plan has been approved. Creating sub-work plans with their own time schedules will have first priority here. In fact, the available amount of time and money sets a natural limit on the goals. A number of individual development and other cycles will be dealt with sequentially:

Thematic viewer


fourth quarter 2009

Online georeference

first quarter 2010

Online localisation

third quarter 2010 (depending on completion of thematic viewer)

Online annotation

fourth quarter 2010 (depending on completion of thematic viewer)

Quantitative viewer

first quarter 2011

The two other cycles (the development and completion of the portal and the various workshops) will run parallel to the above cycles:

Workshop GIS analysis I

first quarter 2010

Workshop GIS analysis II

third quarter 2010

Workshop GIS analysis III

fourth quarter 2010

Workshop GIS analysis IV

first quarter 2011

Portal



first quarter 2011

Intended cooperation
The Fryske Akademy and Meertens will lead the way from a Humanities angle. If expertise or capacity for the ICT side of the project is not available in these institutes, input will be sought mainly from DANS or an external partner. For the workshops, the world of GIS will also be explored, both in a commercial setting (e.g. Geodan) and in an educational one (Utrecht University, ITC-Enschede). Special attention will be paid to the cooperation within Space Lab with Leen Breure’s MAPS project. The annotation functionality for digitised geographic sources will also be used for historic map materials that are difficult or even impossible to georeference (such as postcards of cities). This cooperation will aim at an initial test of the more generic setup of the tools in Alfalab (i.e. whether the tools are useable on heterogeneous data sources), where an actual KNAW-external project will profit from the possibilities realised within Alfalab. In addition, there is specific interest from the VKS for testing the low-threshold access that the proposed method of online annotation offers (for example, in connection with the efforts of interested lay persons in annotating historic map materials). It is expected that these explorative options will be covered by the sub-plan and budget, but this cannot be determined with 100% certainty yet based on the specifications of the coordinating project plan. VKS and Leen Breure will therefore be closely involved in the further development of the functionalities and development plan for the Space Lab sub-project to safeguard cooperation opportunities as much as possible.

Specific risks
The main risk in the workshops involves the quality of the results: will innovative ideas that appeal to the Humanities actually emerge? Means to control this risk are: advance screening, clear formulation of goals (publication), proper supervision during workshops, and interim evaluations.

WP 4: Text Lab, text tools

WP manager
Huygens Institute

Institutes involved
DANS, Huygens Institute

Project manager
Karina van Dalen-Oskam


Project staff members
Ronald Dekker (HI), Maarten Hoogerwerf (DANS), Dirk Roorda (DANS), Lodewijk Boogaards (DANS), Arjen Versloot (FA)

Operational goals
The goal of Text Lab is to offer tools for digital text analysis (which have already been developed by Alfalab partners) to the full scope of the Humanities, and to link these tools up with new digital tools, which were developed with the intention of broader applicability (multiplication factor, genericity). A second goal is the dissemination of the possibilities concerning text-analytic research, in a way that does not scare off text researchers, but instead challenges them to participate: an approach in which Alfalab as a laboratory also allows feedback from these researchers to be used to benefit the further development of Alfalab.

Results & products
 1  An online working environment for text researchers, which has the following functionality:

 1.1  Transcription
 1.1.1  Placing scanned text materials on a website 

 1.1.2  Placing/uploading multiple scans at once
 1.1.3  Zooming in on scans (performance requirement)

 1.1.4  Paging through scans (pages) 

 1.1.5  Transcribing text from these scans (converting them to machine-readable text)

 1.2  Annotation
 1.2.1  Adding annotations to transcriptions (i.e. machine-readable text) 

 1.2.2  Adding annotations/annotating other annotations 

 1.2.3  Assigning categories to annotations

 1.3  Advanced/automated annotation
 1.3.1  Making more than one annotation at once and assigning to them the same annotation category
 1.3.2  Receiving annotation suggestions ('other users annotated the same context as... ')

 1.3.3  Automatically assigning all names in a text to an annotation category (NER, Named Entity Recognition). This functionality will also be applied to a specific case: 'mining' the names of people (names of characters) and geographic names from the text of a set of novels. The data set that this creates will be used as input for the Space Lab geo-annotation tool to experiment with the visualisation of such 'data from novels'.

 1.3.4  Making all occurrences of automatically added annotation categories keywords in context 

 1.4  Search
 1.4.1  Searching in transcriptions and annotations

 1.4.2  Limiting search results to a specific annotation category
 1.4.3  Viewing search results as keywords in context (KWIC) 

 1.5  Authorisation and user management

 1.5.1  Creating users/user groups
 1.5.2  Recording which user has created or changed a folder, scan, transcription, or annotation 

 1.5.3  Having the option of authorisation (being able to screen off separate scans, transcriptions, annotations or annotation categories)

 2  Dissemination: lectures and at least two workshops on text as data. These lectures are intended to reach potentially interested users, and the instruction workshops are to assist those interested parties in actually using Text Lab, both nationally and internationally.

 3  Portal content in the form of software and references to software for the portal’s software repository. This software and the references will be supplemented with tutorials, 'how to’s' and an 'experts exchange' option.
Planning 

Only a very general schedule can be provided at this time, in which as a guideline the various milestones are linked to a quarter. Drawing up sub-work plans with an accompanying time schedule will be the first action for the implementation. At present, a proposed timeline for the milestones is as follows:

 1.1  Advanced/automated annotation


 
third quarter 2010

 1.2  Search






fourth quarter 2010

 1.3  Transcription





fourth quarter 2009

 1.4  Annotation





first quarter 2010

 1.5  Authorisation and user management


first quarter 2011

The package 'Dissemination' (2) is not linked to one single milestone: lectures and workshops will be organised during the entire course of the project. When the outlines and the planning of the project become more specific, the various lectures and workshops will likely also be linked to the completion dates (milestones) of certain development packages. In addition, the delivery of portal content tends to be more a continuous process, rather than one that can be linked to a specific milestone. A more detailed description of the content to be provided will be created during the first phases of the project.

Intended cooperation 

Text Lab will aim for cooperation with linguistically oriented sister institutions (Meertens Institute, Fryske Akademy, Institute for Dutch Lexicology) to study whether the existing tools are suitable for integration. Text Lab will also strive to cooperate closely internationally with developers of tools for text comparison and image annotation. Here Text Lab will also be able to make sure that interoperability on the basis of distributed web services is given high priority during these international cooperative projects, so that the tools developed in this way can easily be included in Text Lab.

An interesting link between Space Lab and Text Lab is still being studied: the use of GIS to make the geographic names in literary texts visible. Following on Franco Moretti’s book Atlas of the European Novel (2005), two universities in Switzerland are working on a geographic tool for this type of research. The opportunities for closer cooperation with these projects within the context of Alfalab will be studied further.

Specific risks
The biggest risks concerning the functionality to be developed lie in sub-package 1.3. For functionality point 1.3.2 it is possible that the performance of automatic annotation will not be as good as expected for a large body of letters or, even worse, could be unworkable. To minimise this risk, the implementation of this functionality will have to use, as much as possible, indexes that are made when the text is transcribed. For functionality point 1.3.3, the option of automatically assigning annotations to names in a text could create too many false positives or false negatives. This risk can be overcome by properly studying and testing various NER tools in advance.

One risk of a more organisational nature is the possible lack of programming capacity in the development group.

Another risk is that the target group will not sufficiently understand the purpose of the functionalities to be developed. This risk can be overcome by focusing significant attention on dissemination: instruction, lectures, publications, good manuals, etc.

WP 5: Portal

WP manager
DANS


Institutes involved
DANS, I&A, Huygens Institute (HI), Meertens Institute (MI), Fryske Akademy (FA), VKS


Project manager
Maarten Hoogerwerf


Project staff members
Maarten Hoogerwerf (DANS), Dirk Roorda (DANS), Lodewijk Boogaards (DANS), Ruud Bronmans (I&A)

Operational goals
One important goal of Alfalab – setting up an infrastructure that supports digital data and tools that make it easy for researchers to sustainably archive, find and gain access to data and digital tools, and to use and reuse these individually and collaboratively – closely matches the mission of DANS. DANS therefore also wants to dedicate itself to realising the desired portal functionality and supporting infrastructure, in close cooperation with the researchers involved and the project partners. 

In order not to force researchers to carry out their work at a central location, they must be able to provide their existing and still-to-be-built online tools, services and data decentrally (such as through a web service). To increase the oversight and understandability for the audience of researchers, the tools, services and data will be provided in an integrated manner within a central portal environment. Researchers must be able to use the added value of this portal environment without being forced to adapt their working methods. This can be achieved, for example, by making the content of the portal easy to find by using search engines such as Google. 

It goes without saying that the biggest challenge will be to devise an open and decentralised architecture that will be able to unite the various heterogeneous digital tools. There are examples of architectures that are moving in that direction (Dataverse, Tapor) and techniques that make such things possible (cloud computing, mashups, networked services), but the experience within the KNAW with such frameworks and techniques is minimal. An exceptional degree of care and cooperation between the parties involved (especially IT specialists and developers) will be necessary to successfully complete this special 'architectural' job.

Results & products
1. Green paper
The architecture and implementation of the intended decentralised infrastructure depends on technical requirements and content-based preconditions that are not immediately known at the start of the project. The first deliverable of the portal sub-project is therefore a ‘green paper’, which describes the possible forms and scenarios in which the portal can be realised. For this purpose, the green paper will take stock of the functional requirements for the portal. Three parties play a role in this: i) DANS, as the party specifying the principles for interoperable infrastructure and data standards; ii) the staff members involved in the demonstrator sub-projects (as the stakeholders in the form and implementation of the decentralised infrastructure); iii) the intended audience of researchers (as the determining and evaluating party with regard to the data and analysis functions of the digital products to be produced). In meetings with the sub-project managers, DANS will record the functional requirements and wishes on the demand side. The requirements and wishes of the intended audience will be determined by:


1.1. A survey and literature study into the existing frameworks, tools and data and use thereof in the Humanities. 

1.2. Interviews and workshops with potential partners and researcher users.


2. White paper
The green paper forms the basis for a 'functional agreement' between the sub-projects. This paper will include the functional description of the architecture/infrastructure, groupings of the various functionalities based on themes, and how these have been prioritised.
The white paper will establish a lean basic architecture for a decentralised infrastructure for 'piped web services'.
In the white paper, special attention will be focused on the scalability of the solutions offered. For this purpose, a realistic strategy will be set out in the proposal for the infrastructure to be developed.
Based on the survey of existing digital tools and data, a classification of tools and data will be drawn up, which describes which tools will work with which data.


3. Portal, consisting of:
3.1. A registry for data and tools. The available online and offline data and tools can be recorded and documented in the registry, so that these will be findable and accessible. Tools and data can be recorded manually using an online GUI, but they can also be harvested (for example by using OAI-PMH). The registry itself will also be harvestable.

3.2. a dynamic tool-data index for availability purposes. The metadata of all the registered tools and data will be indexed. Added algorithms will identify which tools are suitable for which data and vice versa. For researchers/users, this will result in a simple visualisation: if a person selects a tool, this will generate an accompanying list of suitable data. Conversely, selecting a data set will generate a list of useable tools.

3.3. The option to process online data using the online tools. A researcher must easily be able to visualise coordinates from a data set geographically, or have text files analysed by the available text analysis tools. An exhaustive list of tools can only be drawn up after the survey and interaction with the other sub-projects.

3.4. References/tutorials/download options for offline tools. Many tools cannot be offered online (in any event, not at first). In these cases, offline options (such as downloading) will be referred to and explained as much as possible.

3.5. Web interfaces/APIs. All the different parts of the portal will have a web API, possibly in addition to a GUI, so that they can be integrated decentrally in existing websites with their own identity relatively easily. An even simpler decentralised integration could be offered using widgets or RESTlets.

3.6. Automatic linking with data archives. Data/data sets offered online through the portal will be automatically recorded and harvested for archiving using EASY.


4. Organisation description
4.1. A document that describes what roles exist inside the portal environment and which responsibilities they represent: who determines who may offer tools/data and which tools/data may be offered? Who is responsible for the maintenance, consistency or even preservation of tools/data?

Planning 

Only a very general schedule can be provided at this time, in which the various milestones are linked to a quarter as a guideline. Making sub-work plans with the accompanying time schedule will be the first action for the implementation. At present, the proposed timeline for the milestones is as follows:

 1  Research




third quarter 2009

 2  Establish functionality



fourth quarter 2009

 3  Establish classifications, metadata and APIs
first quarter 2010

 4  Start of construction of portal/disseminary
first quarter 2010

 5  Start of construction of lab framework
 
first quarter 2010

Intended cooperation 

In order to define functionality and to take stock of/select tools, cooperation with researchers from the GIS and literature fields is essential, as it is for constructing a joint infrastructure. Because there will be many different tools, heterogeneous architecture and varied data, it is an exceptional challenge to create a generic framework or service structure that can unite all the different functions, services and components decentrally. The aspects of portability, supportability and sustainability also play a part in this. Including all these aspects in a streamlined architecture that is also lean, portable and maintainable is an impossible job in the established timeframe. However, to create the best possible chance for this to be achieved in the longer term, efforts are being undertaken to develop an architecture and an infrastructure that are also sustainable and expandable. In this respect, close cooperation is being sought with I&A with an eye on consultancy services with respect to a sustainable network service architecture and the deployment and practical support of such. DANS will play an important role as 'technical second' in the national and international surveys conducted by the VKS. While the VKS survey will mainly focus on functionality and the impact of the tools, frameworks, etc. studied, DANS will provide added value by evaluating the surveyed applications on their technical merits (code quality, standards adherence, scalability, portability, development community, etc.) also.

Management aspects
Alfalab is an ambitious and wide-ranging project involving many different partners, obligations and interests. It is very important to properly manage the aspects of time, money, quality and communication to achieve the objectives without completely depleting the budget and time available, and to prevent other things from being realised than actually intended. Below, we will address what the project management intends to do to manage these aspects.
Scope management
The first phase of Alfalab is not the stuff of dreams, but consists rather of various concrete products and results, which are described in this plan. Several tools are used to monitor this functional scope. 1) This project plan has been drawn up to establish the outline of the project. While much of the implementation and planning is still very general, the specific products and results have already been established. This project plan (especially the planning and the milestones) will evolve in the course of the project and become more concrete and specific. Each quarter an update of the planning of the sub-projects will be presented. This evolving document will be part of the documentation of the online project Wiki/dashboard. 2) Monthly project manager meetings where verbal reports about the progress will be made are another tool for managing the scope aspects and conducting a continuous 'health check' on the general progress of the project. 3) A project logbook (including a list of duties divided by goal, work package or party performing the task) in which track is kept of which tasks have been completed, will record the general project progress and provide insight – through the project dashboard – into how much still remains to be done. 4) A task tracking system will record all the tasks in the project that must be implemented. This tracking system will use a general (or other) analysis to determine whether the tasks being implemented are actually within the scope of the project. It can also be used to determine whether the number of tasks is not increasing rapidly for one reason or another, which could be a signal of 'scope creep'. Incidentally, any scope creep could also indicate that the project is changing direction with the support of all the parties. This is possible with the consent of the steering committee and the inclusion of the repercussions of such a decision in the evolving project plan, including an adjusted budget and schedule.

Time management/budget management (financial section)

The individual project managers are responsible for generating time reports each month in order to obtain a general overview of which hours have been spent on which tasks. The general project manager will compare these reports with the hours allotted and identify any discrepancies as a result of which changes may have to be made to tasks, plans or estimates, which will also be documented in the project Wiki/dashboard. A serious mismatch between an estimate and the actual situation can be a reason to propose to the steering committee another way to design or plan a part of the project.

Project managers are expected to generate records of time worked using the KNAW-wide application Timetell; they can also submit time records using another application according to the specifications of the general project manager (as drawn up in consultation with the finance department). These time records also form the basis for the expense claims that the various project partners submit each quarter and thus form a monitoring tool for the cost aspect. 

Other costs are for materials or for personnel. The project managers claim these expenses directly from the general project manager. This is done by submitting a copy of the original invoices and an expense claim form signed by the project/sub-project manager (according to the format provided by the finance department). 

With respect to hours worked, travel costs, material costs, etc., it is not possible to claim more hours than have been budgeted (the 'budget as guideline' principle). The finance department reports on the remaining budget to the general project manager and the project managers once per quarter. If the budget is exceeded, an account must be rendered to the general project manager and the steering committee. Identifying budget underspending and overruns on time is the responsibility of the project managers, after which the general project manager and the steering committee can decide on a different budget allocation. Any shifts or changes are discussed with the finance department on a quarterly basis. 

Reporting to the steering committee takes place once per quarter. Each time, a summary of the costs incurred and the hours spent is drawn up in the form of a spreadsheet and placed on the project Wiki by the finance department. The time records needed for this are submitted to the finance department by the sub-project managers no later than in the first week of each quarter. (This is in accordance with the KNAW engagement letter dated 27 November 2008.)

Schedules and estimates are based on a number of fixed key indicators. 1) A project staff member (1.0 FTE) will work 1450 productive hours per year (1 FTE). 2) For the practical setup of the first budget, an estimate is made based on a median rate of € 52 per hour. This is comparable to a project design in which the 'average scale' is scale 11 (UFO/CAO-NU). This is a reasonable assumption given the project staffing as known at this time; it is also a consolidation of the basic principles in the project proposal (see p. 35 of that document). Budgets are drawn up annually (2009, 2010, 2011). 3) Reimbursement takes place based on the hourly rate calculated by the budget module using the KP-7 method (based on 1450 hours). 4) The participating institutes will submit their expense claims to the directors of the Huygens Institute every quarter.

The Huygens Institute is the lead manager of the project. The director of the Huygens Institute, as chair of the steering committee, also has signing authority for the project. The general project manager approves all expense claims which are then signed for payment by the chair of the steering committee.

Quality management
A number of tools for quality management have been built into the project (partly corresponding to the tools for financial management and scope management). The monthly project manager meeting also plays an important role with respect to quality management. This meeting offers the project managers the opportunity for intervision, making use of their peers. Project managers are also expected to report on content matters related to their project/sub-project on the project Wiki once a month. These reports will form an integral part of the project evaluation. These reports will also be used as 'data' for the public communication through the website (and other channels designated for this purpose by the communication plan to be drawn up). The general project manager also plays a large role in quality management. This person must monitor the progression of the sub-projects and the degree of 'cross-pollination' between the various sub-projects. In addition, the general project manager must balance progress and cooperation. And, in particular, this person acts as communicator between the steering committee, the project managers and the internal and external networks involved. Furthermore, it is the project manager’s task to ensure that each party is fully aware of the other parties’ interests, wishes and capacities, in order to realise the most effective partnership possible. The general project manager also individually holds consultation with the project/sub-project managers to guarantee progress and quality for all parts of the project.

The abovementioned monitoring and tracking system for project tasks also plays a role in quality assurance. Because all project staff members are kept aware of the current ins and outs of the project, any gaps, shortcomings, conflicts, etc. can be identified on time. Safeguarding the use of this tool is of primary importance for this purpose. Bearing responsibility for this form of communication is an important task for the general project manager in cooperation with the other project managers.
Alfalab will produce a number of products and results with respect to content and technical (software) matters. The quality of the products relating to content (articles, papers, presentations, surveys, tutorials, workshops, etc.) will be guaranteed by means of peer reviews and evaluations by users/participants. Digital deliverables are subject to certain technical preconditions intended to guarantee the quality; the most important of these are iterative development, automated acceptance and other tests and builds. In addition, Alfalab plans to bring together the developers involved on a regular basis for code reviews and methodological introspection.

For the workshops and demonstrators (the digital tools that will be developed) to be produced, 'sounding board groups' will be formed to guarantee the quality of user orientation, usability and content relevance during development and preparation. Sounding board groups will meet at least once per quarter. Sounding board groups will consist of limited groups of external experts and interested users. The task of the project managers here is to balance the results of the dual design of sounding board introspection in single reports.

The main technical challenge facing Alfalab involves introducing a workable (lean) architecture or infrastructure to support the digital (and other) cooperation and tools in the Humanities. While initially the various work packages/demonstrators/prototypes will freely determine the technical aspects of any proof-of-concept solutions, it is very that ultimately a jointly supported (and preferred) architecture for sharing and exchanging digital services is created. In particular DANS and I&A play a key role in this project in this regard. They will have to continuously reflect on the technical solution while keeping in mind digital sustainability, scalability, exchangeability and portability. To avoid getting in the way of innovative (concrete) methodical development, DANS and I&A have expressly distanced themselves from a leading role. As such, they have decided not to put forth proposals with respect to preferred formats, exchange protocols and web service protocols in the first phase. Identifying, utilising and further developing the similarities in the technical and other protocols, architecture and formats of the different results produced by the sub-projects is a major part of the preparation of proposals for a joint longer-term (> 10 years) future infrastructure for serviceable solutions. In this respect, DANS and I&A are expected to follow the developments within Alfalab sympathetically yet critically, and to develop, based on these experiences, a view and a proposal for a sustainable infrastructure for the second phase. Additionally, they are expected to use discussions to start the developers and project managers in the various sub-projects thinking about these issues.

Communication management
This project plan addresses in many areas the tools and preconditions for the communication management aspect. Instead of repeating the description of these tools, it is probably more useful to explicitly confirm that this project’s success depends on internal and external communication of high quality. Sufficient and clear communication is essential for cooperation. The means that will be used for this purpose are the various frequent meetings which have been described; communication/PR for Alfalab based on a professional communication plan; publications and dissemination in the form of papers, lectures, workshops, etc.; the tools for internal task description, allocation and reporting which have been described; and, finally, this evolving project plan as well as the online project logbook and the Alfalab website, Wiki and blog that will be established. All of these forms of project and other communication will be defined in the communication plan to be drawn up. The effect and the success of these means will be evaluated in the interim with the various project managers. The internal and/or external communication strategy will be adapted based on this evaluation.

Risk management
Minimal impact, insufficient exposure
These terms are essentially synonymous with 'a lack of support for the second phase', Or – even worse – ‘a lack of relevance to the Humanities’. Even if the completed products bear witness to interesting innovation, this does not mean that these innovative tools/aspects in and of themselves will be sufficient for achieving the increased use of digital technology and virtual cooperation within the Humanities. It is possible that Alfalab will simply produce the wrong tools and that the needs of the Dutch Humanities researchers are actually entirely different from the implicit or explicit assumptions of the sub-project managers. Studying, gauging and taking into account the reactions in the Dutch Humanities community should prevent this from happening. In the light of this aspect, the role of the research of the VKS cannot be emphasised enough.

One aspect linked to this is the usability of the digital product tools that will be produced. As described, these are geared towards the academic 'middle field' (with regard to methodical/digital innovation). A risk here is that a relatively large amount of capacity, effort and costs is required to create intuitive interfaces, while it is not known at present whether these interfaces will offer access to functionality that Humanities researchers desire. In terms of cost, it is more attractive to invest in high-quality analysis tools and algorithms. However, such products have a very small, avant-garde audience within the academic field in question. In this sense, Alfalab’s objective is a paradox: a broad range (and a good deal of success) probably means less interesting products (from an academically innovative perspective), but producing academically innovative online services likely means a smaller impact (and less support for the second phase). Specific, clear and continual communication and ‘expectation management’ with respect to Alfalab’s objectives for the first phase is a good countermeasure for the Alfalab project to counteract this danger with. Even more, the countermeasure must be sought in tracing ‘real’ research projects that have a slight digital analysis aspect and which could be supported by Alfalab (in the form of digital online tools). This would support innovative research and create support that is both powerful and attractive for PR purposes.

Other countermeasures could include: adapting the objectives based on the results and reactions from Humanities researchers in the various workshops; profiling Alfalab very effectively (as an innovative addition to the Dutch Humanities toolkit); presenting results achieved by/through Alfalab on sufficiently appealing key occasions (important conferences, proceedings, etc.); entering into organisational relationships and connections with other relevant networks (DARIAH, CLARIN, Bamboo, etc.).
Finally, Alfalab could analyse whether it actually has the right target group in mind. The innovation that Alfalab is pursuing can possibly be achieved more effectively by focusing on another target group in the academic field.

Scope creep

A big risk for Alfalab (as for any project) is 'scope creep'. Various communication, reporting and management tools that are available to mitigate this risk have been discussed above (see 'Scope management') and will be used in the project.

Not enough cooperation
Alfalab is a project with the goal of promoting cooperation in many areas and on many levels. One risk is that Alfalab could be naïve in creating and perpetuating this cooperation. Alfalab tries to avoid being naïve in this regard by defining cooperation as ‘more than just dialogue’. Very often, dialogue is seen as the result of cooperation. Instead, Alfalab aspires to use dialogue as no more than a starting point for cooperation. In this vein, the actual challenge facing the project is whether Alfalab staff members from various institutes will find it enjoyable to actually work together more often on site during the project. Alfalab cannot force people to want to work together. It can, however, make the factors involved in this situation as favourable as possible. Providing sufficient opportunities for 'virtual' communication and cooperation plays an important role in this. In addition, the general project manager will encourage and stimulate actual cooperation on site as much as possible.

Available turnaround time
The goal of the first phase of Alfalab is to produce a number of appealing results in the short period of two years (2009-2011). In principle, knowledge, expertise, desire, capacity and enthusiasm are all present to a sufficient degree. However, a practical point is that while the budget can be considered realistic with respect to the input of developers, the turnaround needed for the development of the desired advanced and distributed applications may be much greater than the project’s time span of two years. It is not easy to take measures against this problem. However, the general project manager can continuously monitor these risks using the project dashboard (the online report of the real-time situation, completion lists and 'burndown charts'). If this gives reason for concern with respect to the time pressure in the project, this will be reported as quickly as possible to the steering committee or the chair of the steering committee, so activities can be prioritised or shifted to a later phase. Of course, the monthly project manager meeting also plays an important role in monitoring the turnaround time and the time pressure. One tactic to broadly address the time pressure problem and make it a subject of discussion (after all, a long-simmering problem that is not discussed can do far more damage than discussing known problems openly) is rapid escalation, which allows any problems with regard to time and scheduling to immediately be reported to the highest level (that of the steering committee).

Changing requirements

Just as every project in which software (or other) development plays a central role, dealing with changing requirements and wishes in the light of a growing and evolving understanding is a major challenge. Every project is marked by progressive insights, and therefore changing requirements and wishes as well. Setting the requirements and wishes in stone during the initial phase is a poor solution, especially in a case like this, where innovation in an academic field is the objective. It is better to deal with changing requirements and wishes as effectively as possible and to design the project and development method on this basis as far as possible. 

Therefore, ‘lean management’ was selected for the project method, meaning that management takes place mainly on the basis of results gleaned using lean reporting and workflow tools (online task lists with lean task distribution workflows, a Wiki, a project log and a dashboard). The progress and status of tasks are updated frequently at fixed times (every two weeks) by the people performing the tasks. The lean tools for task distribution in combination with these regular status updates provide the project with maximum versatility and adaptability. The short periods between status updates ensure that obsolete tasks, inefficient tasks, out-of-scope tasks, tasks that do not serve the goals and lost tasks are identified as quickly as possible. Such tasks can quickly be adapted or deleted. Other than that, the people performing the tasks have the freedom to develop or perform them as they wish.

In selecting a development method, the people doing the work (project managers, together with developers or development groups) are free to perform their work as they see fit. However, there is a requirement for continuous integration, a capacity to build and test as described earlier, and a delivery of code at regular times (preferably once every three weeks), combined with a status update in the project dashboard.

At project level, attention will be given to the status of problematic tasks during the monthly project manager meeting. General progress of the project is followed with the online tools in order to identify problematic ‘themes’ in the project and to address these in consultation with the project managers. Apparently problematic tasks are given priority in this regard.

Unrealistic expectations
Alfalab is an ambitious project, and there are high hopes and expectations. The dream is to create, in two years’ time, nothing less than a decentralised infrastructure for an open service network to support generic, high-quality online analysis and other applications and data for the Humanities. Ideally, these very advanced applications will have a significant impact and result in a large cooperating virtual community of Dutch Humanities researchers. The reality, however, is that a scant two years of time and resources are available to produce two or three demonstrators that show that the principles of such an infrastructure are realistic and feasible, and that generate sufficient support to start developing the infrastructure and impact that were dreamed of. It is the project manager’s responsibility to continuously communicate this perhaps sobering message to all participants, stakeholders and interested parties, in order to manage expectations and prevent disappointments that could form an obstacle to the continuation of Alfalab.

Cultural regression
The added value of Alfalab for all participating partners – and for the Humanities in general – is that initiating and continuing cooperation will accelerate and solidify the uptake of digital techniques and methods in academia. The participants are convinced that academic production and results can be increased considerably as a result. However, digital resources, tools, methods and data are labour and cost intensive. High-quality tools that can be used more generically and which can also be used for future research can only be financed by sharing resources and cooperating on the realisation of such a project. In the past, Humanities research tended to be individual research. Cooperation was more the exception than the rule. As such, Alfalab’s goal is to bring about nothing less than a cultural sea change in the thinking of project staff members, researchers and the management of the participating institutes on this matter. Such a change in culture is not easy to achieve and not easy to maintain either. There is a very real risk that the institutes and the associated researchers will regress to the familiar structures, even during the project. It is therefore the responsibility of the steering committee and the general project manager as well as the KNAW management to continually and enthusiastically communicate Alfalab’s mission and goal to all parties involved in order to mitigate this risk as far as possible.
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