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NEW PROJECT
Trends: Digital revolution
Consequences: Digital tools and data use
Challenge: 6. Maximize efficiency in our operations via digital solutions and embed digital technologies and skills in our organization
Domain: 6.2. Develop tailored digital environment


Project-specific context 
The Switching client project was born from the need to automate and digitalize the current switching communication exchange that is happening between the Dispatcher and the Field agent. This need will be answered by extending the existing Switching Note Automation project (in 2021, this was part of Project 14: Decision support for the dispatching), which purpose was to use analytics and artificial intelligence to automate the creation of switching notes based on the Topology of the Grid and the EMS. This extension will be defined by the digitalization of the execution of the Switching note, making it entirely paperless and in a later release integrated with the EMS for an end-to-end process with reduced intervention from the field worker and dispatcher.
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Project description
The goal of the project is to support dispatchers and switching operators in the switching operations by providing digitalized switching notes. Doing so, all stakeholders of a switching operation will be able to follow mutual progression of each other and avoid unnecessary interactions when possible.
Project-specific state-of-the-art/literature review
After having had an investigation on the digitalization of the Switching and Safety procedures to benchmark Elia against relevant TSOs (Red Electrica and RTE amongst others), we concluded that we are all facing the same issues to improve our process. We learned that Red Electrica has managed to make big improvements to the switching process by adding a layer of digitalization, and we had the opportunity to learn from their experience. We have created extensive documentation of this meeting, which ensures that we can build up from the lessons learned of their projects. 

Expected impact for Belgium 
There will be a significant impact on multiple levels linked to the switching process: 
· The complete process flow starting from the creation of the switching note until its execution will be done on the very same platform, reducing the risk of human error for both dispatcher and switching agent;
· The safety will be increased as all stakeholders will be able to follow the overall progression of the switching and get the same understanding of the situation;
· More efficient communication will reduce waiting time for the field teams. During the morning work peak, dispatchers are called by all switching operators in a short timeframe, resulting in a bottleneck for all switching operations. Some of those calls will not be needed any longer when the switching client is fully deployed;
· The actions will be executed digitally and archived in the same way, which will improve the operational efficiency and quality.


Starting point Elia 
In order to be executed, all switching notes are currently printed by both dispatchers and switching operators. During execution, the dispatcher and the switching operator call each other regularly and execute the actions listed on the note on both sides. The objective of the “Switching Client” is to go paperless and proceed to the digitalization of the execution of the Switching note.

Uncertainties & risks 
This project is innovative since:
· It will pave the way towards an automatic execution of the switching notes, which is currently non-existent;
· On the long term, all the ecosystem around the switching operations could be included on the platform or at least digitally interfaced (e.g. digital cards, etc.) This paves the way to a more efficient switching process, thus handling of the grid.

The following risks are part of the project:
· While interfaced with several applications, the client should remain as stable and intuitive as possible so that it can safely be used on a day-to-day basis by dispatchers and switching operators. We need to avoid a sprawl of tools, screens and interfaces to be used in operation;
· Interfaces with other applications (such as the future update of the EMS) have to be carefully taken care off, as it will impact the functionalities of the Switching Client; 
· A strong change plan will be needed to accompany dispatchers and switching operators all along the project, as it will be a consequence adaptation of their way of working established for years;
· Scope of the project should be carefully studied and arbitrated given the many possibilities and functionalities that could be developed. In that sense, a complete backlog will be needed before the start of the implementation phase and divided into workable deliverables, starting with a minimum viable product being incremented step-by-step with additional features;
· Business continuity in case of unavailability of digital tools: we will have to put in place a continuous business continuity plan to be able to handle black out or out of service situations where the Switching Note Client is not usable.


Deliverables

The list of macro deliverables is as follows:

1. A backlog summarizing all the EPICS and user stories. This will be done by performing different interviews, consulting already existing documentation but also field visits to better understand the current way-of-working. This backlog should already contain, wherever possible, a high-level estimation of the priority, acceptance criteria and definition of done for each user story;
2. A high-level roadmap listing the necessary sprints, based on the backlog;
3. An MVP and following intermediate releases of the application;
4. The final deliverable is a full end-to-end platform where the Switching Notes are created automatically based on the network elements and executed digitally on any device through a webapp.


Iterations

The objective is to use an agile approach to develop the application, starting with a minimum viable product to prove that the concept works. End-users will be involved throughout the project and from the very beginning, which will allow us to identify new potentialities early on, but also eventual blockers. While not yet fully established as the backlog is currently being built, our objective is to progressively add new features. The approach is the following:

1. Iteration 1: a minimum viable product
· Limited interactions possible between the dispatcher and the switching operator;
· No interface with the EMS nor other applications
2. Iteration 2: an application allowing for the execution of the simplest switching 
· E.g. outage of an HV transformer with only 1 switching operator;
3. Iteration 3: an application allowing for the execution of a switching involving more than 1 switching operator 
· E.g. a high voltage line with 2 extremities and so 2 switching operators;
4. Iteration 4: an application allowing for the execution of more complex switching operations 
· E.g. a high voltage with 2 extremities and 1 transformer;
5. Iteration 5: an end-to-end platform allowing for the execution of any type of switching operations
· Even the most complex or exotic cases;
· Allowing the dispatchers to review and align the switching notes before execution.


Timeline
The project is planned to start in Q4 2022 and to end by December 2023. 
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