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1.0 Introduction

Recently, as the use of the Dgroups system has risen, it has been realized that the existing support structure is no longer able to sustain an acceptable level of support.  Basic processes need streamlining, time devoted to support needs to be spent more efficiently, and knowledge needs to be better transferred – this results in a rethinking of the existing support processes.

We designed the following proposed changes to the support system by answering the following questions:

· Who is requesting support? *

· Who is providing support? *

· What are the different types of support requests?

· What are the tools and means for support?

* Although general classifications of support requestors and support providers are supplied, there is no concrete clear division of roles – often users and support providers fall into more than one role depending on the situation.

We then considered:

· Who should provide what type of support to what type of user?

· What needs to be done to realize this structure?

2.0 Who is requesting support?

1. Visitors/Browsers:  These are infrequent visitors to the Dgroups system who are not members of any workspaces, but are visiting for any number of reasons (ex: may want to know more about the Dgroups platform itself, may view/participate in open workspaces, etc.)

2. Participants:  These are workspace members, those who interact with the system in a regular non-administrative role.

3. Administrators:  These are the individuals who administrate one or more workspaces.  They have the responsibility to ensure the proper functionality and effective use of their responsible workspace(s).

4. Champions and Head-Creators:  These are Dgroups “champions” from partner or member organizations and head-creators who are the principle workspace creators and technical contacts persons, there is one such designated person at each partner and member organisation.  Creators in general are responsible for the proper functionality and effective use of the workspaces which they have created, but the head-creator is responsible for handling of problems/questions from the additional creators (sub-creators) belonging to their organisations.

5. Sub-Creators:  These are additional creators within partner or member organisations who are responsible for the proper functionality and effective use of the workspaces which they have created.

3.0 Who is providing support?

1. Participants:  (as described above) Participants can provide support to each other (such as through the Users List – described below).

2. Administrators:  (as described above)

3. Champions/Head-Creators:  (as described above)

4. Sub-Creators:  (as described above)

5. Tech Team:  These are individuals responsible for Dgroups general technical support.  They are responsible for:  bugs in the Dgroups internal system or one of it's components (Lyris, skins, calendar, etc.); new feature development; skin development.

5. Project Coordinators:  Introduce new partners/members to the system and coordinate governance activities.
4.0 What are the different types of support requests?

1. Common “how-to” or basic questions, those which could be answered by seeking the documentation/knowledge base (as described above).

a)  Technical

b)  Non-technical

2. System errors or abnormalities:

a) Urgent, defined as:

- server failure

- whole site unobtainable

- an essential page (such as the home page) being unobtainable

- core modules/functionality not working for ALL workspaces:  unable to send/receive messages through the Lyris Mailing List Manager; unable to add/edit/delete documents/links/news; unable to add/edit/delete calendar items; unable to add/edit/delete participants; unable to create workspaces

b)  Non-urgent, defined as:

- errors on a page

- individual pages unobtainable

3. Feature requests, either a request for a new feature or request for a modification to an existing feature.

4. Skin requests, either a request for a new skin or request for a modification to an existing skin.

5.0 What are the tools and means for support?

1. Documentation/Knowledge Base:  This is the FAQ, training materials, help manuals, administrators list archives, etc.  This should be all be found linked from one central help location.  A knowledge base could be developed as more problem/solution combinations are documented.

2. Peer Support Lists:

Three such lists were identified to be used by those requesting support and building their knowledge of Dgroups.  They are to be forums where users can learn from their peers, and use the list archives as an easily searchable knowledge base.  The 2 lists are:

Administrators Lists (one for each of English, French, Spanish, Portuguese):  This is to be used primarily by Administrators.  Ideally Creators/Champions, Tech Team, and Project Coordinators would also be on this list (see Fig 1) in the language of their choice. Creators/Champions, Tech Team, and Project Coordinators may or may not respond to questions posted on this list.

Partners List:  This is to be used by Creators/Champions.  Tech Team and Project Coordinators are also on this list (see Fig 1).  Tech Team and Project Coordinators may or may not respond to support questions posted on this list.





Fig 1:  Membership Diagram (Ideal Case)

3. Request Tracker (RT):  This is a task management system used to report bugs, ask questions, and request skins by the Creators/Champions, Tech Team and Project Coordinators.  Requests for support enter the system by sending an email to support@dgroups.org or by entering them into the web interface (http://support.dgroups.org).  Creators/Champions, Tech Team, and the Project Coordinators interact with this system.

Initially, prioritization and assignment of tasks within the system is done on a weekly basis by Bellanet Tech Team for a trial period of 6 weeks until more clear prioritization criteria can be established for use by Bellanet and Funredes Tech Team members.

4. Feature Request Wiki:  A wiki is simply a collective authoring tool on the web.  Think of it as a “whiteboard” which anyone can go to and add to the list of features they would like to see in Dgroups.

6.0 Who should provide what type of support to what type of user?

To initially generalize these scenarios, the common flow of a question is from Participant to Administrator, from Administrator to Sub-Creator, from Sub-Creator to Head-Creator/Champion, then from Creator/Champion to Tech Team and/or Project Coordinators.

A response time of 2 days (excluding weekends/holidays) for Administrators, Creators/Champions is suggested when responding to individual questions from Participants (response by Administrators) and Administrators (response by Creators (Head or Sub)/Champions).  Response to requests posted in the task queuing system (Request Tracker) is based on the urgency.  If urgent (based on stated criteria), then response should be within 1 day otherwise response is dependent of amount of time available for support in the given month.

This section attempts to go through all scenarios based on what was identified in sections 2.0 – 5.0.
6.1 Common “how-to” or basic questions

The following applies for both technical and non-technical questions:





















6.2 System errors or abnormalities

6.2.1 Non-Urgent

The scenario is the same as that in 5.1.

6.2.2 Urgent

Requester:  Visitor    

The is the same as that presented for the Visitor requester in 5.1 with the assumption that visitors will not always be able to discern an urgent from a non-urgent system error or abnormality due to their level of familiarity with the system.

Requester:  Participant, Administrator, Sub-Creator, Champion/Head-Creator


 








6.3 Feature requests

Requester:  Anyone (Visitor, Participant, Administrator, Creator/Champion)








6.4 Skin requests

Requester:  Visitors, Participants, and Administrators

These users are unable to request skins or modifications to skins, so these cases are not handled.
Requester:  Sub-Creators , Champions/Head-Creators






7.0 What needs to be done to realize this structure?

	What
	Who
	When

	Central documentation / knowledge base support area

There already exists a ‘Help’ users guide and the beginning of an FAQ, but training materials need to be completed, peer support lists needs to be linked, and more thorough documentation to be done
	Tech Team, Project Coordinators, Creators

Lead: Tech Team, Project Coordinators 
	FAQ: updates as needed

Training Doc: Jan 2004

	Creation of Users List

This list needs to be created, promoted for use, and facilitated.
	Administrators, Creators, Tech Team, Project Coordinators

Lead:  Project Coordinators
	Upon plan approval

	Change Nature of Administrators List

It currently is an announcement list, this needs to be turned into a place for peer support.
	Tech Team, Project Coordinators, Creators

Lead:  Project Coordinators
	Upon plan approval

	Setup of Request Tracker System

The system needs to be appropriately configured and decisions need to be made as to how we can most effectively use this system.


	Tech Team, Project Coordinators, Creators

Lead:  Tech Team
	Done, with ideas on how to best use RT happening on a continual base.

	A better understanding of roles and expectations of support requestors and providers

The message needs to be clear to all involved about how support is changing, what are the “new” roles and responsibilities.  This can be achieved through training sessions and clear documentation.
	Participants, Administrators, Creators Project Coordinators, Tech Team

Lead:  Project Coordinators, Tech Team
	***


*** Supplemented through facilitators/creators/champions workshops – one planned in each of Ottawa and The Hague end of January. 
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Request is “filtered” – if Sub-Creator believes it is urgent, then notifies Head-Creator 
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Feature Request Wiki











Request is “filtered” – if Administrator believes urgent, then notifies Creator (which could be a sub or head creator)





if no solution, then post on  Partners List and/or submit into the task queuing system (Request Tracker)
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Requests are examined – if feature does not exist and is a valid feature request for consideration, then they will be discussed and decided on at yearly Partners Meeting or on Partners List
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if no solution, then as the Head-Creator





if no solution, then ask the workspace Admin
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If Partners collectively decide to implement feature, then it gets entered into RT for implementation





Partners List








if no solution, then post on Administrators List and/or ask the workspace Creator (which could be a sub or head creator)
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Request is “filtered” – if Head-Creator believes urgent, then submits into Request Tracker


A phone call to a Project Coordinator may follow, based on the level of urgency








