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ABSTRACT 

Traditional Project Management (TPM) relies on company’s own expertise, or participating 

companies’ expertise in the case of joint projects. For large and complex projects and Extreme 

Project Management (EPM), the companies’ internal expertise may not be enough to develop a 

commercially successful product. This case study describes use of a Commercial Impact Advisory 

Group (CIAG) in product design in VisualMedia project. The project designs a new software tool for 

broadcasting. The CIAG consists of broadcasting experts completely outside the project consortium, 

and they brought in experts’ and users’ views in the design process. The purpose of the VisualMedia 

CIAG is to add value to the VisualMedia project. In the first phase, the CIAG has been used to affirm  
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Concept of VisualMedia 

The concept in the VisualMedia project is 
to integrate the state of the art in social 
media engines, innovative 3D graphics 
capabilities, and novel interaction 
systems into one single solution in order 
to bring to the market a completely new 
way to produce interactive TV programs. 
The VisualMedia integrated solution will 
allow broadcasters to manage information 
streaming through social media channels 
and seamlessly incorporate real time data 
generated through viewer interaction as 
part of the audience experience. This is a 
timely proposition given the trends in 
consumer expectations and behaviour. 
 
Purpose of the CIAG  
Requirements: CIAG participates in 

providing requirements for the 
VisualMedia application. 
Advice: CIAG assesses specific areas of 

the VisualMedia project. As an example, it 
guides the commercial proposition, 
properly positioning VisualMedia solution 
in the marketplace. 
Review: CIAG reviews the provided 

documents for commercial VisualMedia 
exploitation. 
Assist: CIAG provides expert assistance 

to the VisualMedia members in the 
different stages of the project such as 
assessment in the prototype or 
commercial issues. 
Advocate: CIAG contributes to the 

promotion of the VisualMedia product 
providing industrial insights. 

Dissemination: CIAG provides an 

effective channel for relevant information 

and networks. 

 

 

user requirements for development. Additionally, the CIAG has expressed questions, doubts and 

contradictions. Through the multifaceted user groups and their consultations, including the CIAG, the 

project has obtained a comprehensive understanding of the users and their needs, and also 

commercial impact of the product being developed.  

CCS CONCEPTS 

• Human-centered computing →  HCI design and evaluation methods; • Software and its 

engineering →  HCI design and evaluation methods 

KEYWORDS 

project management, innovation management, product design, design leadership, design research, 

commercial impact advisory group, project advisory group, user-centered design, broadcasting, case 

study 

INTRODUCTION 

We describe a case study of the use of Commercial Impact Advisory Group (CIAG) in 

VisualMedia project. The project can be described as very large and complex, with its design and 

user teams in several countries. The project designs a new so•ware tool for broadcasting. The 

members of the CIAG bring in outsider experts’ and users’ views in the user-centered design (UCD) 

process. 

VisualMedia as a Project 

VisualMedia [2016a] is a 2-year innovation project with a collaborative effort of 12 partners in seven 

European countries. Half of the partners are users, in this case broadcasters in six different countries, 

and the other half developers in four different countries. 

Compared to Traditional Project Management (TPM), VisualMedia differs in the large number of 

teams in different countries, and in that all the teams are designing, producing, and validating a new 

innovative product in quite a short time. 

From the project management point of view, this may be called complex and radical, or Extreme 

Project Management (EPM) where e.g. projects live in high change and high uncertainty, deadlines 

are short, innovation is paramount, and success will be measured in bottom-line results. [deCarlo 

2004; Wysocki 2013] 
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VisualMedia Users 

1 Users within the consortium 

Project partners 

2 Commercial Impact Advisory Group 

(CIAG) 

3 Users outside the consortium 

Project’s ‘Online Community of Interest’ and 

future sales representatives 

 

CIAG Interview Themes 

1 Introduction 

What are interviewees interests in 

VisualMedia? 

What is their work? 

2 The scope of the VisualMedia – social 

media, interactive 3D graphics, 2nd screen 

How do you see the need of them in 

broadcasting? 

In your country? Internationally? 

3 The impact of the VisualMedia 

Thinking about the three aspects: social 

media, interactive 3D graphics, 2nd screen – 

How would the VisualMedia change 

broadcasting? Workflows? What are your 

expectations wishes, and fears? 

4 User requirements 

The aspects and items you just mentioned, 

how appropriate are they in VisualMedia? 

5 Marketing 

Who do you think would be potential 

customers? What would the relationship be 

with the customers? How about the 

competitors to VisualMedia? How do you see 

their position? 

6 Product pricing 

What would be the price range of 

VisualMedia? 

PURPOSE OF THE CIAG 

Traditionally design and development projects have advisory groups which may be called e.g. 

management group. Typically, in a project of one company only, the advisory group is formed of 

experts in content and management of the company in question and member(s) of the client. In a joint 

project with several companies, each company has member(s) in such advisory group. If there is 

external funding for the project, also a member of the funding agency joins the advisory group. Such 

a group meets at certain intervals, guides, advises, mentors, and approves the work of the design and 

development project. 

The Commercial Impact Advisory Group (CIAG) in the VisualMedia project [2016c] differs from the 

traditional project advisory groups in that all its members are outside the project consortium. The 

CIAG advices but has no authority in the final decisions of the VisualMedia project. The CIAG can 

be used as an affirmative connection, but also to introduce questions or doubts. Both assurance and 

wariness of the CIAG are expected to advance the project, understand user requirements, anticipate 

commercial impact, lead to a product and service fulfilling the users’ needs, and therefore also 

improve project’s overall success. 

The purpose of the VisualMedia CIAG is to add value to the VisualMedia project. It advises on 

development and refinement of the business model for the VisualMedia technology. The CIAG also 

advises and evaluates the commercial exploitation strategy produced by the consortium, and will feed 

into the design and development process where appropriate. 

The VisualMedia users are TV professionals working with the tools to be developed. They represent 

the industry stakeholders in the broadcast media industry. The project’s consultation process 

addresses three groups of users. Hence, not only the CIAG is considered as a group of external 

experts, but they are also considered to represent users, broadcasting professionals. 
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CIAG’s questions, doubts, and 

contradictions 

How to deal with social media content in 

reruns when original social media content is 

not in sync with the other broadcasting 

content? Need of modest use of interactive 

graphics. There were doubts if the audience 

would be overwhelmed or would get tired of 

excessive use of 3D graphics. Low need for 

HbbTV usage. This was in agreement with 

consortium users’ views but contradicting the 

technical partners’ views. More 

responsibilities to editorial teams. At the time 

the interviews were performed, this workflow 

topic was new and not anticipated. Ease of use 

– Ease of use was considered essential by 

consortium users, and CIAG pronounced it 

very clearly, as well. 

 

Regarding product commercialisation 

New potential VisualMedia customers – 

Corporate TVs may be one large group to take 

advantage of VisualMedia and how it 

combines communication possibilities. None 

of the interviewed were aware of competitors 

to VisualMedia. VisualMedia may be a 

volume product because of new user groups 

with limited low-cost tools currently. No 

pricing possible at the early stage of the 

project. However, the CIAG was in favour of 

a combination of an initial fee and a 

subscriptionbased pricing.  

CIAG INTERVIEWS 

As part of the user requirements definition, all seven Commercial Impact Assessment Group (CIAG) 

members were interviewed in months 4 and 5 of the 24-month project to get views outside the 

consortium of the scope, impact, user requirements, and marketing of VisualMedia. This took place 

after obtaining and examining user requirements from the users within the consortium. Two research 

scientist of the user consultation team interviewed the CIAG members. Two members were 

interviewed face to face, and five through Skype. Each interview lasted 1–1.5 hours. Notes were 

written down during the interview. An audio recording was made of each interview. 

Since the CIAG is quite diverse group and its members are experts outside the daily design and 

development of the product, the same methods could not be used for data gathering as for the 

members within the consortium. We used focused interviews which allowed us to take into account 

the differences between the CIAG members, but still keep semi-structured way to collect information. 

Since these first interviews were performed before any existing prototypes, the interview themes 

needed to address broader and general aspects of new tools for broadcasting. Nonetheless, the 

interviewers needed to focus the interview around the objectives of the VisualMedia project. 

ANALYSIS 

The CIAG interviews were analysed and compared to the user requirements derived [Arndt et al. 

2016; VisualMedia 2016b] from the other two user groups: Users within the consortium and Users 

outside the consortium. We examined topics both affirming and contradicting the other user groups’ 

opinions. We encouraged to express criticism and doubts. We also studied factors forming the 

justification for their beliefs. 

The results were mapped according to the VisualMedia engines that are to be developed during the 

project: Social Media, 3D Interactive Graphics, Online Distribution, Gesture Recognition, and 

Tracking. Additionally, the results were mapped to user workflows, user interfaces–especially 

concerning ease of use–, future customers, and product pricing. 
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RESULTS 

Working with and interviewing the members of the VisualMedia project’s CIAG group has been 

easy, informal, and innovative. The CIAG members have a personal or organisational interest in the 

VisualMedia project, hence no persuasion to be interviewed was necessary. Interviews were relaxed 

with a casual and friendly atmosphere. 

The members of the CIAG were considered as users of VisualMedia, similarly as the users within the 

project consortium. However, since the CIAG does not take part in the daily design of the 

VisualMedia, same methods can not be used to gather information as with the users within the 

consortium. The research scientists working and interviewing the CIAG needed to adjust to the 

background and way of thinking of the individual members of the CIAG before and during the 

interviews, and when analysing the results. 

Overall, the CIAG interviews were confirming the results obtained from the users within the 

consortium [Arndt et al. 2016; VisualMedia 2016b]. This was encouraging. More interesting were the 

results where the CIAG expressed questions, doubts and contradictions. (See sidebar on the left.) 

FUTURE WORK 

The members of the CIAG have been informed about the progress of the project through earlier 

access to the public deliverables and they will be also invited with preference to the demo shows held 

in the main fairs and workshops that will be organised within the VisualMedia project. 

The CIAG selected professionals will be consulted again during the project in order to gather their 

opinion about development and commercial initiatives. They will be consulted about their views of 

the prototype product and its use, further development needed, marketing, pricing, and commercial 

impact in general. The CIAG members will also take part in dissemination of the project through 

their contacts. 

CONCLUSIONS 

We have described a case study of Commercial Impact Advisory Group (CIAG) and its work in an 

innovative and very large and complex project, with its design and user teams in several countries. 

The project designs a new software tool for broadcasting. The members of the CIAG brought in 

outsider experts’ and users’ views in the user-centered design (UCD) process.  
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Seven CIAG members were selected from professionals working in the field of the media, broadcast 

and creative industry sector. The main criteria for the final selection were the matching with the 

VisualMedia project, and the expertise background in the project’s topic. 

The CIAG differs from other types of project advisory groups in that all the CIAG members are 

outside the project consortium. The CIAG advices but has no authority in the final decisions of the 

VisualMedia project. Through the multifaceted user groups and their consultations, including the 

CIAG, the project obtained a comprehensive understanding of the users and their needs, and also 

commercial impact of the product being developed. This work will be continued in the VisualMedia 

project. Using CIAGs will also be encouraged to use in other large and complex design projects. 
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