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Open Text’s Livelink
at Dexia Bank

Belgium, Brussels

437%

Dexia Bank, one of Belgium’s largest financial institutions, chose AsBuilt Construction
Groupware, an Open Texts Affinity Partner in Europe, to help with major renovations
of a landmark building at its headquarters. Dexia Bank’s campus includes the large
Pacheco and Galilei buildings. Both are being gutted to remove asbestos, and, in the
process, Dexia Bank is upgrading the wiring, lighting, networking, plumbing, general
interior appearance, and much more. The Pacheco project tells a compelling story of the
use of Open Texts Livelink® and offers a rare and intriguing comparison: The Pacheco
project utilizes Livelink, while the Galilei project does not. This is because work on the
Galilei building started about three years earlier, before AsBuilt met Dexia Bank.

Robert Wolfs, Dexia Bank’s manager for the Pacheco project, said, “We opted for AsBuilt
because they give us the tools and services we need. The companys relationship with Open
Text has been a significant contributing factor in the success of our Pacheco project. This
project involves scores of Dexia Bank staff plus numerous outside architects, engineers,
and contractors based in different cities, and with AsBuilts Livelink-based solution,
everyone communicates quickly and efficiently. I'm impressed with the way it makes
use of the Internet and by how easy it is to use. This solution is exactly what we were

looking for.”

Mare Ansoult, manager of AsBuilt, added, “Working with Open lext, we have devel-

oped an application to streamline communications in large construction projects. Open
Texts Livelink is a well-established groupware platform, and the result of our coopera-

tion is a practical, customizable application for the construction sector.”

Payback 27 months, about half of
time frame:  the total project duration
(five years)

Scope:  Pacheco building, Dexia’s
headquarters




The AsBuilt groupware solution
(http:/lasbuilt.switch. belindex_groupware.html)
builds upon the functionality made possible by
Livelink.

Background

According to The Economist magazine (January
15, 2000), construction is a $3 trillion per year
industry worldwide, of which about one-third is
spent to correct mistakes and pay for delays. In the
United States alone, the U.S. Census Bureau sizes
the entire industry at $835 billion per year (1997
Economic Census). Moreover, the industry is
highly fragmented, with about 30,000 architects,
60,000 engineering companies, and 100,000
contractors just in the vicinity of Belgium (and
640,000 establishments in the United States).

In construction, it is exceptional to finish
projects on time and on budget, and delays often
cost thousands of dollars per day. AsBuilt’s obser-
vations support 7he Economists estimate, show-
ing that about 30% of expenses are due to errors
in communication and lack of collaboration.
Project teams are perpetually forming and trans-
forming, creating a crucial need for collaboration
and communication. Some of AsBuilt’s clients
estimate that Open Text’s Livelink applications
can save the industry about 20%, but even a
more moderate figure of 5% would represent a
huge savings. This type of savings manifests itself
in many ways for Dexia Bank.

The Project

Dexia Bank is completely renovating and refur-
bishing its 25,000-square-meter Pacheco build-
ing, the bank’s headquarters and a familiar
Brussels landmark. Asbestos removal triggered
the renovation. Because all the walls would be
torn down, the bank decided to replace all win-
dows, technical installations, and fixtures as well.
The project began early in 2000, with asbestos
removal scheduled to commence in March 2002.
This renovation is a multimillion-dollar project

that Dexia Bank plans to complete by May 2004.
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Construction projects are a perfect fit for Open
Text’s Livelink applications. During the planning
stages, there can be as many as eight design or
consulting organizations involved—including an
architectural firm, a civil engineering and a struc-
tural engineering firm, a safety coordinator, and a
project manager. In addition to these parties, 10 to
15 contractors join the project in later stages.
Each organization has as many as 10
people directly involved in the project, and every-
one must communicate. Dexia Bank viewed
Livelink as the ideal collaborative software solu-
tion equipped to deal with the practical
complexities involved in managing these working
relationships. Open Texts strong track record for
delivering innovative solutions that promote
efficiency and encourage productivity, combined
with AsBuilt’s extensive experience covering
the full cycle of a major construction project,
compelled Dexia Bank’s management to
choose Livelink.

Platform Implementation and Deployment

Dexia Bank purchased Livelink in June 2000.
The system was running by August, fully opera-
tional internally the same month, and open to
external parties in early September. Although
most workers had already been hired for the
Galilei project, a clause covering “the use of a
groupware system,” included in all contracts,
required these workers to submit new proposals
for the Pacheco project. Dexia Bank not only
used Livelink from the very start of the request
for proposal (RFP) process, but it also banned all
other means of formal communication. For
example, official project information is no longer
distributed on paper or by e-mail; project part-
ners use the construction groupware system for
all information exchanges. If an external party,
such as one of the public authorities, writes a let-
ter concerning the project, that letter is directly
scanned into the system, transferred to text, and
archived in the appropriate directory.



The project team felt that a gradual deployment
of Open Text’s Livelink would be best, noting that two
to three months was adequate time for various external
consultants to master the technology. IDC believes
that for a system of this size and complexity, Open
Text actually offered a very rapid time to implementa-
tion and time to benefit.

Benefits of Open Text’s Livelink Platform

The overreaching benefits of Livelink are that the
system provides the project team with an efficient tool
for information management and dissemination, as
well as a mode of communication. There are many
significant ways in which this becomes apparent (see

Table 1).

Table 1
Benefits of Open Text’s Livelink Platform

Benefit Implementation

Drawing The project team uses Livelink exclusively to circulate, approve, and develop all drawings. Plans and

management  designs are available for all partners to view, with excellent functionality in version control.
Performing these functions was highly problematic without Livelink. Engineers were continually
plagued by the circulation of outdated plans.

Task-driven Prior to Livelink, parties used e-mail when discussing and resolving issues, without any workflow

information functions or formal accountability. Livelink utilizes task-driven information, in which data and

management  discussion not only circulates but also factors into the team’s decisions and tasks.

Accountability
and tracking

All parties involved know exactly where the Pacheco project stands, what approval is required, what
tasks are to be done, and so on. With Livelink, people can know at which stage a task is and what
has happened up to that point, and they can view the process and all the challenges encountered. Users
can trace a task, confirm that a coworker has received a message delivering a task and inform the
coworker that a task is waiting if he/she has not realized it. In the Galilei building’s construction,
delinquent parties were not discovered or corrected; this has changed at Pacheco thanks to
Livelink. Furthermore, late parties cannot claim, for instance, that they were not informed of their
tasks, a problem also encountered prior to implementing Livelink.

Connectivity Everyone involved in the project can be contacted wherever there is a computer with Internet access,
whether or not they are working in a fixed office. This capability will be especially valuable for keeping
in touch with construction contractors, who are often on different sites from one day to the next.

Streamlined In the past, Dexia Bank needed several weeks to develop detailed designs, send paper copies

contractor to the contractors, clarify concerns, receive return bids, and complete the selection process. With

tender the Livelink platform, the project team made all designs and information available on the system
procedure and posted answers to questions so that all contractors could view them. The project team also

found the platform extremely useful for adding last-minute information during the tender process.
Even contractors on different systems could communicate with the Livelink platform because the

project team provided all documents in formats accessible to virtually everyone (e.qg., Excel, Word,
and Acrobat PDF).

Source: Dexia Bank and IDC, 2001




Table 2

ROI of Open Text’s Livelink Platform (%)

Investments Year 1 Year 2 Year 3 Year 4 Year 5
Livelink and AsBuilt licenses 54 33
Hardware 10
Housing services 14 38 55 30 45
Training employees 11 31 0 0
Consulting 11 31 45 24 37
Total investment 100 100 100 100 100
Returns Year 1 Year 2 Year 3 Year 4 Year 5
Lower HR costs 14 40 57 31 47
Fewer delays 276
Lower admin costs 3 8 12 7 10
Increased mobility of personnel 4 11 16 9 13
Higher quality RFPs 529 288 432
Better contractor management 253 138 207
Better change management 69 99 54 81
Second project starting Y3 148 304
Total returns 22 128 968 675 1371
Returns on Investment Year 1 Year 2 Year 3 Year 4 Year 5
Annual investment 100 100 100 100 100
Annual return 22 128 968 675 1371
Annual ROI (%) 21.51 127.88 968.24 1,240.14 1,678.86
Cumulative investment 100 376 645 451 777
Cumulative return 22 187 1240 1350 3396
Cumulative ROI (%) 21.51 49.79 192.21 299.26 437.20
Source: Dexia Bank and IDC, 2001

Costs and Benefits Quantified Lower Admin Costs

The largest single cost for Dexia Bank’s imple-
mentation was the license fee for Livelink,
although the sum of other costs proved higher in
total (see Table 2).

Lower HR Costs

Livelink affords substantial savings by reducing
the number of people required to manage a pro-
ject. Fewer employees are already managing sever-
al stages of the construction project.

Fewer Delays

Wolfs expects Livelink to shorten the duration of
construction by five to six months, yielding sav-
ings greater than the license fees for Livelink.

With a document management system for project
information, costs for paper storage and distribu-
tion are immediately reduced.

Increased Mobility

Better information management makes it far eas-
ier to reassign team members as necessary (e.g., a
new team leader might need as little as a month to

be up to speed).

Higher Quality Calls for Tender

Better preparation before sending out calls for
tender makes it possible for contractors to submit
a more accurate estimate of real costs. The risk of

DEXIA BANK



surcharges, corrections, and overruns once the
project has started is substantially reduced.

Better Gontractor Management

Any changes required during the course of the
project are immediately conveyed to all concerned
and completely traceable. No one can continue
working “by oversight” after being informed of
new plans, lessening the risk of claims and over-
spending by an estimated 30%.

Better Change Management

A clearer overview of the impacts of changes
required by the project owner makes more
efficient planning possible, resulting in savings of
close to 50%.

Future Projects

Future projects will be able to reuse the hardware,
software, and experience from the Pacheco project,
representing further ROL

Wolfs firmly believes that the improved manage-
ment will result in better construction so that the

bank will be able to use the refurbished building

for at least 15 years.

The investment required to purchase the software,
implement it with the assistance of consultants,
and train the employees was less than the return
Dexia Bank realized from Livelink’s implementa-
tion. Livelink paid for itself in less than three years,
and in the following years the return will continue
to increase. On top of the quantifiable returns,
there are intangible benefits, such as improved over-
all quality and enhanced customer satisfaction, that
increase the ROI of Livelink even further.

Lessons Learned and Future Plans

After implementing Open Text’s collaborative
platform, Dexia Bank’s management found it
easier to control the flow of communication with
Livelink. Management could look at incoming
and outgoing messages and identify the source
and flow of information.

In an intriguing development, the operational
benefits Livelink brings to Dexia Bank are being
extended into the bank’s core business area. As the
largest Belgian bank for financing public authori-
ties, Dexia Bank is involved in several projects
where platforms, such as Livelink, are beneficial.
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Teams inside Dexia Bank may soon be imple-
menting AsBuilt Construction Groupware as a
standard application to help contain the costs of all
projects for Dexia Bank’s public-authority clients.

Although the project team was lucky to face early
enthusiasm for Open Texts collaborative plat-
form, it still views the Livelink implementation as
a continuous learning curve. Every team or party
involved in the project has a person responsible
for the application. These user representatives
come together to exchange ideas and information
regarding Livelink and receive guidance from
the project team. This is an ongoing, knowledge-
sharing process that empowers all parties and
users to benefit from a platform that continues
to evolve.

The AsBuilt solution for the Pacheco building
consists of procedures, computer-aided design
(CAD) standards, a knowledge map, and
many more tools that provide Dexia Bank with
a virtual environment for working as a team.
With Livelink, Dexia Bank now owns a construc-
tion groupware solution and a knowledge base
applicable to other projects. Moving forward,
each of Dexia Bank’s new projects will yield
an e-knowledge base ready for operation and
maintenance.

Livelink provides the project team with manage-
ment tools they never had before. “Collaboration
is simply tremendous and so easy, given LivelinK’s
knowledge-sharing functionality. We can only
wonder how we ever managed without it,”

said Wolfs.
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